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Introduction

Attached for insertion in the new General Policies/Procedures
Manual (GPPM) binder is the consolidated manual that GAO will use
to communicate staff expectations and detailed procedures for
performing audits, evaluations, and investigations of federal
programs, activities, and functions. The new manual consolidates,
updates, and replaces the existing General Policy Manual (GPM) and
the existing Project Manual (PM) to provide the user with more
streamlined access to this important information. The
Communications Manual, also to be reissued shortly, will continue
to be a separate manual.

To facilitate the use of the manual, we have introduced divider tabs
with abbreviated content listings and provided GAQ’s policies, or
expectations, on a slightly different color paper to highlight its
importance. The more detailed “how to” chapters are now located
directly behind the policy chapters to eliminate the need to search
two sources to obtain the needed information. Additionally, in
revising the manual, we italicized key passages for your use in
determining the more critical information that you should be aware
of.

.- .|
Highlights
of Changes

Most of the changes relate to restructuring; updating terminology,
lists of forms, and related materials; and eliminating duplication
between the policy and procedures chapters. We did, however, add
some new material to the manual and we want to bring these
revisions to your attention. Namely, we

emphasized GAO’s actions as it relates to dealing and

communicating with minority congressional leaders (see 3.0-1,
3.1-5t0 3.1-7, 3.3-1, and 3.4-3);

added back the requirement that divisions provide the Office of
Congressional Relations with a weekly listing of basic legislative
responsibility assignments going to the agency for comment
(see 3.3-2);

added new information on the Research Notification System and
the Job Starts Software (see ch. 6.0, 6.1-5, and 6.5-3);

included new material on access to data originally obtained under
pledges of confidentiality and revised the language for GAQ’s
pledges of confidentiality (see 7.1-56 and 8.1-12);

Page GPPMTS1-1 056596/ 148655 November 1992

-



L

General Policies/Procedures Manual -
Transmittal Sheet No. 1

increased workpaper and related files retention from 3 years to
5 years (see 11.1-9 and 11.2-1); and

required Office of the General Counsel review of all products,
including testimony and correspondence (see 12.0-5, 18.1-3,
and 18.1-4).

In addition, this consolidated manual includes all interim changes
made to the Automated Policy Guidance System for both the GPM
and the PM as of September 30, 1992. Key among those changes are
that, except in unusual circumstances, GAO will disclose a

that a requester has released a restricted report and the media have
begun asking questions, the Office of Public Affairs should be
notified immediately (see 15.2-2).

New chapters 17, 19, and 20 are still under development, and we plan
to issue these chapters shortly.

Policy-Related
Publications

Throughout the manual you will see references to additional
publications that provide a greater level of detail on a more narrow
topic. These publications, or small gray books as they are referred
to, generally have been distributed to all staff members who receive
the manuals and are summarized in a new appendix II to chapter
15.0.

If you need additional copies of these publications or need an
additional box to store them, you can obtain them from Documents
Distribution at 202/275-6241. You may also fax your request to 301/
258-4066.

|
Automated Policy
Guidance System

The changes covered in this transmittal sheet have been
incorporated into GAO’s Automated Policy Guidance System. This
system can be accessed easily through any personal computer with
Crosstalk and a modem. Information on the system is included in
the Automated Policy Guidance System User’s Guide (GAO/OP-91-2)
or can be obtained from your division or office system coordinator.

The Office of Policy uses the automated system to quickly
communicate new or revised policies or procedures. Therefore, staff
should frequently view the recent changes module of the system to
ensure that they have up-to-the-minute information when
researching GAO’s guidance. By using the system, changes can be
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instantaneously communicated to provide the most current
procedures and this reduces the number of hard copy changes that
have to be filed. Periodically, hard copies of all of the changes will
be issued.

|
Filing Instructions

Destroy the GPM and the PM and insert the entire GPPM in the new
manual. Behind each divider should be the buff-colored “0” chapter
followed by the sequentially number chapters on white pages.

Dividers have been provided for new chapters 17, 19, and 20 as well
as for the Preface, Table of Contents, and these Transmittal Sheets.
The transmittal sheets are part of the manual and should be retained
with the “Checklist of Transmittal Sheets.”

(g o

Werner Grosshans
Assistant Comptroller General
for Policy

Attachment

Page GPPMTS1-3

November 1992



United States General Accounting Office

GAO

Checklist of
Transmittal Sheets

Upon receipt of each transmittal sheet, the recipient should insert revised pages in the manual and place
the date and his/her initials in the blank following the appropriate number. A break in the continuity of

transmittal sheets received will indicate missing changes.

TS No. Date/Initials
GPPM-1
GPPM-2
GPPM-3
GPPM-4
GPPM-5
GPPM-6
GPPM-7
GPPM-8
GPPM-9
GPPM-10
GPPM-11
GPPM-12
GPPM-13
GPPM-14
GPPM-15
GPPM-16
GPPM-17
GPPM-18
GPPM-19

GPPM-20

TS No.

GPPM-21
GPPM-22
GPPM-23
GPPM-24
GPPM-25
GPPM-26
GPPM-27
GPPM-28
GPPM-29
GPPM-30
GPPM-31
GPPM-32
GPPM-33
GPPM-34
GPPM-35
GPPM-36
GPPM-37
GPPM-38
GPPM-39

GPPM-40

Date/Initials

TS No.

GPPM41
GPPM-42
GPPM-43
GPPM-44
GPPM45
GPPM-46
GPPM-47
GPPM-48
GPPM-49
GPPM-50
GPPM-51
GPPM-52
GPPM-63
GPPM-54
GPPM-65
GPPM-56
GPPM-57
GPPM-58
GPPM-59

GPPM-60

Date/Initials

General Policies/Procedures Manual

November 1992



Preface

GAOQ serves the public interest by providing Members of the
Congress and others who make policy with accurate information,
unbiased analysis, and objective recommendations on how best to
use public resources. The Congress increasingly relies on GAO’s
work as it deals with many complex issues. For GAO to be effective,
our work must be well-planned; the methodology must be sound;
and the results must be timely, accurate, and objectively presented.

To maintain a consistently high level of work that results in credible
and timely products of the highest quality, GAO staff must have the
tools that will allow them to achieve these expectations. A key tool
provided to GAO staff is the guidance found in the policy guidance
system that includes policy and procedures manuals, policy-related
publications, and GAQ directives.

This General Policies/Procedures Manual (GPPM) establishes the
policies, standards, and procedures GAO staff are expected to follow
while performing audits, evaluations, and investigations of federal
programs, functions, and activities. It establishes the expectations
for GAO staff and provides a framework to ensure that GAQ’s work
and the products resulting from such work meet all government
standards.

The GPPM is the core document in GAQ’s policy guidance system
and covers policy expectations and detailed procedures for all areas
from issue area planning to assignment initiation to the development
of findings, conclusions, and recommendations through reporting
and assignment followup. The manual discusses GAQO’s basic
objectives, standards applicable to GAO’s work, and procedures for
working with the Congress and agencies.

The GPPM is supplemented by the Communications Manual (CM)
and special policy-related publications. The CM provides guidance
on how to develop and communicate the results of GAO’s work. The
special policy-related publications provide detailed guidance on a
narrow subject such as applying methodologies or how to implement
government auditing standards. GAO’s policy guidance system is
linked by a numbering system based on the GPPM as follows:

10.0-1 The first digits identify the chapter; the second digit identifies
the series of chapters or the subject matter.
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Chapters with the “.0” answer the “What is expected?” question and
represent GAQO’s policy on a given subject matter. Chapters with
sequential numbers (“.1,” “.2,” etc.) provide the detailed procedures
and answer the “How to do it?” question. The digit after the hyphen
identifies the page number of the chapter.

10.1.1-1 The third digit identifies the document as a policy-related
publication that provides greater detail than the “how to” chapter.

The information included in the manual and the supplemental policy-
related publications is available on the automated policy guidance
system. The Office of Policy uses this system to quickly
communicate new or revised policies or procedures and provide
staff members the most current, up-to-the-minute guidance.
Therefore, when differences between the printed copy and the
information on the on-line system occur, the automated system takes
precedence over the published documents.

Consecutively numbered transmittals will contain periodic revisions
that will incorporate the changes made in the automated system.
These transmittals are considered part of the manual and should be
filed in the appropriate section. Any additions, deletions, or other
suggested changes should be directed to the attention of the Office
of Policy.

s

Werner Grosshans
Assistant Comptroller General
for Policy

i
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Chapter 1.0

Audit/Evaluation Authority--
Policy Summary

Policy

GAO’s policy is to conduct its audits/evaluations of federal programs,
activities, and functions within the limits and to the full extent of its
legislative delegations.

Policy Highlights

GAO has broad audit and evaluation authority to review and evaluate
federal agency operations, activities, and functions and those that
are federally assisted.

A very high percentage of GAO’s work is done in response to specific
requests of congressional committees and Members. The restis
directed to meeting the objectives of GAO’s basic legislation, as
described in chapter 2, “Basic GAO Objectives.”

With such wide-ranging authority, GAO uses program and
assignment planning systems to ensure that its limited resources are
directed to the most significant national issues to which it can make
a significant contribution.

GAO’s authorities are well known throughout government. But, at
times, its right to review particular operations or activities or to
obtain access to certain records is questioned. When this happens,
GAO staff must consult the Office of the General Counsel (OGC).
OGC advises in identifying and interpreting GAO’s audit and
evaluation authority. (Guidance is included in ch. 7, “Obtaining
Access to Information.”)

Key Responsibilities

Issue area directors and/or regional managers (and assistant
directors/assistant regional managers for individual assignments)
are responsible for ensuring that

work plans and performance appropriately meet the full scope of
legislative delegations in the areas of their responsibility, in
accordance with program and assignment planning requirements;

staff understand the statutory and other authorities under which
GAO works, together with restrictions on those authorities; and

problems in obtaining access to needed records are promptly
identified and resolved.
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Chapter 1.0
Audit/Evaluation Authority--Policy Summary

Assignment managers and evaluators-in-charge are responsible for
vigorously pursuing access to records needed for the timely
performance of their assignments. They are responsible for
promptly reporting to the issue area director or regional manager
when GAO’s audit/evaluation authority is questioned.

The Office of Congressional Relations reviews new legislation;
identifies provisions applicable to GAQ; and, where necessary or
appropriate, refers such provisions to the program divisions for
action.

OGC interprets the legal requirements of such provisions. OGC also
advises and assists GAO staff'in clarifying the full scope of GAO
authorities to ensure that all statutory requirements are met and that
restrictions are not exceeded.

The Office of Policy is responsible for providing sufficient, up-to-
date guidance for GAO staff to execute its assignment.
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Audit/Evaluation Authority

Policy

GAO'’s policy is to conduct its audits/evaluations of federal programs,
activities, and functions within the limits and to the full extent of its
legislative delegations.

General Audit and
Evaluation Authority

Basic Legislative
Responsibilities

Congressional Requests

With the passage of the Budget and Accounting Act of 1921, the
Congress created GAO, under the direction of the Comptroller
General of the United States, to independently review executive
agency expenditures. The Congress gave GAO broad authority and
responsibility to audit federal agencies and to report directly to the
Congress on all matters related to the receipt, disbursement, and use
of public money.

Through amendments to the 1921 act and other GAO-specific
legislation, GAO is required to evaluate issues that the Comptroller
General believes will assist the Congress. Accordingly, GAO audits
federally administered programs and government corporations to

determine the extent to which accounting and financial reports fully
disclose the financial operations of departments and agencies;

assess whether financial transactions have been conducted in
accordance with laws, regulations, or other legal requirements;

evaluate whether public funds have been economically and
efficiently administered and expended;

assess the extent to which programs are achieving their intended
purposes; and

ensure consistent operation of financial accounting systems and the
application of accounting principles, standards, and procedures.

While granting the Comptroller General broad discretion to decide
which programs to audit, the Congress retained the right to request
specific GAO assistance. For example, through the Budget and
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Authority to Audit
Specific Programs

Accounting Act of 1921, as codified in 31 U.S.C. 712, the Congress
requires the Comptroller General to

investigate and report to either House of the Congress or to a
congressional committee having jurisdiction over revenue,
appropriations, or expenditures and

give a congressional committee having jurisdiction over revenue,
appropriations, or expenditures the help and information it requests.

The Legislative Reorganization Act of 1970, as codified in 31 U.S.C.
717, requires the Comptroller General to review and evaluate the
results of government programs and activities

when ordered by either House of the Congress,
upon his own initiative, or

when requested by any House or Senate committee or by any joint
committee of the two Houses having jurisdiction over such programs
and activities.

As a matter of policy, GAO assigns equal status to requests from
Ranking Minority Members and to requests from committee Chairs.
To the extent practical, GAO also responds to individual Members’
requests. (See ch. 3, “Supporting the Congress.”)

Because the objectives of federal programs are also accomplished
through various contractual, grant, or cooperative arrangements
with states, local organizations, and private vendors, GAO may audit
federally assisted programs and activities when applicable statutes,
regulations, grant agreements, or contracts provide it access to
necessary records.

Numerous laws authorizing federal grants-in-aid and other cost-
sharing programs specifically provide for GAO audits and access to
records. Similarly, unadvertised contracts include clauses providing
GAO access to pertinent books, papers, and records of the
contractors and subcontractors.

Further, the Congress enacts specific laws to enhance GAQO’s audit
and evaluation authority when needed. In 1974, for example, the
Congress required the Comptroller General to review each executive
branch deferral or rescission of budget authority. The Congress also
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o 3 Ak 3 H

Access-to-Records
Authority

Restrictions on
Audit Authority

Related Materials

Other Chapters of
This Manual

authorized GAO to audit certain nonappropriated fund activities,
unvouchered expenditures, energy programs, and many other
significant issues.

Finally, the Congress enacts legislation that requires GAO to review
specified programs. GAQ generally prefers not to be included in
these public law mandates (frequently referred to as congressional
or legislative mandates) since GAO considers the basic legislative
authority to be sufficient and it also gives more flexibility to perform
the reviews when needed. Nevertheless, GAO will undertake the
stated reviews when required.

In discharging GAQ's audit and evaluation responsibilities,
representatives of the Comptroller General must have access to all
accounts, records, documents, and related materials pertinent to the
examination. Although the above descriptions of audit authorities
include some requirements for agencies to provide necessary
records, chapter 7, “Obtaining Access to Information,” clearly
explains GAQO’s access authority.

Certain agencies and activities are partially exempt from GAO audit
by specific statutes. For example, the Central Intelligence Agency
(CIA) may use monies made available for confidential expenditures,
accounted for on the certificate of the Director, CIA, without regard
to laws governing the auditing of federal funds. Certain international
organizations to which the United States contributes monies are also
exempt from GAO audit.

Because laws may pose additional restrictions on the scope of GAO
authority, the Office of the General Counsel (OGC) plays an essential
role in interpreting the full scope of GAO’s audit responsibilities and
should be contacted for assistance. For additional information on
obtaining assistance from OGC, see chapter 18, “Obtaining Legal
Assistance.”

3, “Supporting the Congress.”

5, “Program Planning.”
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6, “Planning and Managing Individual Assignments.”
7, “Obtaining Access to Information.”
18, “Obtaining Legal Assistance.”

GAO Orders 0110.1, “Legislation Relating to the Functions and Jurisdiction of the
General Accounting Office.”

0130.1.10, “Office of the General Counsel.”

0130.1.11, “Office of Congressional Relations.”
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Chapter 2.0

Basic GAO Objectives--
Policy Summary

Policy

GAO’s policy is to perform work that:

Contributes to honest, efficient management and full accountability
throughout government.

Serves the public interest by providing Members of the Congress and
others who make policy with accurate information, unbiased
analysis, and objective recommendations on how best to use public
resources in support of the security and well being of the American
people.

Policy Highlights

Supporting the Congress is a fundamental GAO objective. Meeting
this objective requires responding promptly and effectively to
congressional needs. Effective congressional support also requires
performing work that responds to GAO’s basic legislative
responsibilities (BLRs).

|
Supporting the
Congress

Sources of Assignments

Assignment Objective(s)

The most visible of GAO’s support to the Congress are reviews of
federal programs, activities, and functions.

Reviews are initiated based on

specific requests by congressional committees or Members,
standing commitments to congressional committees,
specific legal requirements, and

BLRs within which GAO conducts assignments known to be of great
significance or congressional interest.

GAOQO's reviews are typically directed to the following:

Financial management reviews: Improving agency and program
accounting and financial management. Reviews having these
objectives largely involve accountability and stewardship. They help
ensure that funds are spent prudently, as intended by the Congress,
and are properly accounted for; that property is adequately
controlled; and that managers have the timely and reliable
information they need to manage their operations effectively.
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Basic GAO Objectives--Policy Summary

Questions Answered by
GAO Assignments

Economy and efficiency reviews: Making federal programs and
operations more economical and effective. Reviews having economy
and efficiency objectives determine how waste and inefficient use of
federal funds can be eliminated and how resources can be used to
meet program objectives better or at lower cost.

Program results reviews: Improving the extent to which federal
programs and operations achieve congressionally-intended results.
Program result objectives include promoting better ways to
accomplish intended results by changes in policy or management.
They also include advising the Congress as it considers key or
emerging issues.

Options analysis reviews: Improving the information base on which
policy decisions are made. Reviews with this objective include
analyzing the probable cost and/or outcomes of policy options of
interest to the Congress. '

Other assignments. Providing the Congress with needed
information such as bill comments, questions for hearings, or
synthesizing information that does not constitute an audit and/or
evaluation. (See app. ], ch. 4.0, “Standards—Policy Summary.")

In reviewing federal programs, activities, and functions, GAO
answers questions such as the following:

Are government programs complying with applicable laws and
regulations, and are data furnished to the Congress on these
programs current, complete, and accurate?

Are there ways to eliminate waste and inefficient use of public
funds?

Are funds being spent as intended by the Congress, and is
accounting for them accurate?

Are programs achieving the desired results, or are changes needed in
government programs, policies, or management?

What information or analysis would assist the Congress in its
consideration of legislative proposals or in appropriation or

authorization decisions?

What emerging or existing key issues should the Congress consider?
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Basic GAO Objectives--Policy Summary

To help ensure the quality of its work, GAO sets high standards and

Me.etln.g the provides guidance in meeting them.
Objective--
Qu allty WOI'k But the key to quality work is the people who do it. The quality of

GAO’s work depends on the competence, dedication, and
enthusiasm of its multidisciplinary staff members; their ability to go
wherever necessary to obtain needed evidence and information; and
their careful application of GAO’s standards.

Consequently, GAO recruits staff that has personal and professional
strengths; provides continuing opportunity for further staff
development; provides significant and rewarding responsibilities;
and maintains an environment that challenges staff to professional
excellence.

GAO expects its staff to consistently demonstrate characteristics
essential to GAO'’s effective support of the Congress, as follows:

Independence: Staff must be independent of any personal, external,
or organizalional factor that would impair his/her independence in
connection with an assignment or would cause a knowledgeable
third person to believe that such an impairment had occurred. Facts
concerning the impairment must be reported to superiors.

Objectivity: Staff objectivity is essential to ensure the objectivity of
work products. In any assignment where objectivity is impaired, the
facts and nature of the impairment must be reported to superiors.

Integrity: Personal and professional integrity is required to ensure
that the results of GAO’s work are always determined by the facts
that it discloses and analysis of the consequences flowing from them,
not by any predisposition to a particular partisan position or result.

¢ Responsiveness: GAO’s objective of supporting the Congress can
best be achieved when its staff is committed to being responsive.
This includes working closely with requesters to find the best way to
meet their needs.

Results orientation: A results orientation helps to ensure pertinent
analysis; valid, useful conclusions; and persuasive recommendations.
Staff must be dedicated to achieving results, not just developing
products to evidence the performance of work.

Professional proficiency: The validity and reliability of GAO’s work
products depend largely on its staff’s comprehensive knowledge of
the latest developments in his/her professional field. Consequently,
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Chapter 2.0
Basic GAOQO Objectives--Policy Summary

GAO staff is expected and required to maintain and enhance
professional praficiency.

I
Key Responsibilities

Issue area directors/regional managers are responsible for ensuring
that assignments undertaken are those that best achieve GAQO's
mission objectives. This responsibility is met by ensuring adherence
to requirements of the program and assignment planning systems.

Assistant directors/assistant regional managers are responsible for
overseeing the quality of assignment performance and the
communication of results. This responsibility is normally met by a
thorough knowledge of the assignment objective(s), approaches
followed, and results achieved with personal involvement in key
aspects of all assignments and special attention to the more
significant or controversial assignments.

Evaluators-in-charge and assignment managers are responsible for
ensuring, through firsthand knowledge and supervision, that the
assignments for which they are responsible fully comply with GAO'’s
standards and quality requirements.

Staff members are responsible for consistently demonstrating
professionalism and high ethical standards.

Related Materials
Other Chapters 3, “Supporting the Congress.”
of This Manual
4, “Standards.”
14, “Agency Relations.”
15, “Other Audit- and Evaluation-Related Policies.”
GAO Orders/Notices 2410.2, “Continuing Professional Education (CPE) Credits for

Training and Other Professional Activities.”

2735.1(A-91), “Code of Ethics Including Employee Responsibilities
and Conduct.”

2735.2(A-91), “Conflict of Interest and Statements of Employment
and Financial Interests.”
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Chapter 3.0

Supporting the Congress--
Policy Summary

Policy

GAO’s policy is to

ensu
responsive to the request and is completed on a timely basis (see ch.
3.1, “Supporting the Congress—Responding to Requests for Audits

and Evaluations”);

re that performance of congressionally-requested work is

emphasize work under its basic legislative responsibilities (BLRs)
that addresses major national issues and meets congressional needs
(see ch. 3.2, “Supporting the Congress—-Congressional Input to GAO’s
Basic Legislative Responsibility Work™);

maintain good, frequent, and open communications with committees
and Members and ensure that the Comptroller General and other top
GAO managers are completely informed of matters affecting GAO's
relations with the Congress (see ch. 3.3, “Supporting the Congress—
Effective Communication™); and

meet all of its responsibilities in a way that provides the greatest
support to the Congress (see ch. 3.4, “Supporting the Congress-
Other GAO Services").

Policy Highlights

GAO’s fundamental responsibility is to support the Congress. It
fulfills this responsibility by auditing and evaluating federal
programs and activities.

GAO’s top priority is to respond promptly and effectively to
congressional mandates and requests for specific reviews. GAO
must do work required by law or requested by committee Chairs. As
a matter of policy, it equally addresses work requested by Ranking
Minority Members. To the extent possible, GAO responds to
requests of individual Members. During the performance of this
work, GAO should periodically apprise the requester of progress
achieved and should alert the Ranking Minority Member to these
meetings.

The following policies highlight the procedures by which GAO's
assistance to the Congress is accomplished. These and other related
policies and procedures are discussed in chapters 3.1 through 3.4.

Objectivity and credibility are the cornerstone of GAO's
effectiveness. Their importance cannot be overstated. They are
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Chapter 3.0
Supporting the Congress--Policy Summary

achieved through adherence to generally accepted government
auditing standards and GAQO policies. These standards and policies
apply to all reviews.

At times, a congressional requester may ask that a particular
standard or policy not be followed. If a requested departure would
Jjeopardize the objectivity or credibility of GAO’s results, it cannot
be made. Staff must consult with division management, the Office of
Congressional Relations (OCR), and the Office of Policy and work
with the requester to meet his/her requirements, without diminishing
the objectivity or credibility of GAO’s work.

If, for any reason, a standard or policy is not followed, the reasons
for the change and the alternative approaches taken to ensure
objectivity and credibility must be disclosed in the product.

GAO 1is expected to meet commitments made to congressional
requesters. If misunderstandings or delays in finishing a job alter
this commitment, the requester’s needs are not met and GAQ’s
effectiveness is diminished.

Effective response to requests requires acknowledging requests
within 24 hours; having substantive discussions within 2 weeks; and
reaching agreement, as soon as possible, on what work will be done,
how it will be done, and when it will be ready (advance agreements
and confirmation letters). A requester must never have reason to
believe that his/her request is being ignored.

Effective response also requires keeping requesters informed about
review progress. Proposed changes to agreed-on work must be
discussed with requesters. If requesters have been briefed on
interim work results and tentative findings or conclusions have
changed significantly, they must be informed of the change.
Surprises must be avoided.

An effective response also requires meeting agreed to dates with
objective and credible products, solidly based on evidence.

Products are more likely to get congressional action when they
involve matters of interest to committees and are timely. Effective
program and assignment planning require a good knowledge of
congressional processes, agendas, and timetables. Committee input
is essential. If a committee indicates a lack of interest in, or
opposition to, work being planned to meet GAO’s BLRs, division
management and OCR must be consulted.
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Supporting the Congress--Policy Summary

The effectiveness of GAQ’s support to the Congress is of forem
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tmportance to the Comptroller General and other top GAO
managers. OCR has primary responsibility for keeping top
management informed of factors affecting congressional
relationships. OCR must be kept informed of the status of work on
requested assignments, substantive contacts with Members or staff,
and any circumstances significant to GAQ’s relationship with the
Congress as soon as they occur. OCR promptly informs the
Comptroller General when significant matters affecting
congressional relations arise.

¥
v

Key Responsibilities

OCR

receives and assigns requests to the division or office in the best
position to respond, monitors the status of request work, and advises
GAO staff as needed;

keeps the Comptroller General informed of significant developments
affecting GAO’s assistance to the Congress;

arranges appearances of GAO witnesses and assignments of staff to
committees; and

screens requests for bill comments, assigns them to divisions/offices,
and participates in the final review.

Division/office/regional management establish and supervise the
implementation of policies and procedures to ensure that requests
are handled expeditiously and effectively.

Issue area directors build relationships with committee Majority and
Minority Members to help ensure that GAQ’s work is responsive to
congressional needs.

The Office of Program Planning ensures that program planning fully
considers the needs of the Congress and assignment planning
promptly and effectively meets requesters’ needs.

GAO staff promptly notifies OCR of congressional contacts or
significant developments and documents the results of each
substantive contact in a congressional contact memorandum.
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Chapter 3.1

QImrmr’ri_

g the Con gress--

Respondmg to Requests for
Audits and Evaluations

Policy

GAO’s policy is to ensure that performance of congressionally-
requested work is responsive to the request and is completed on a
timely basis.

GAO’s Fundamental
Responsibility

Criteria to Ensure
Effective Support to
the Congress

GAO’s fundamental responsibility is to support the Congress. This
support is best achieved when GAO’s response to congressional
requests is timely and effective and when work under GAQ’s basic
legislative responsibilities (BLRs) improves programs and addresses
issues of national importance and of current concern to the
Congress.

Effective congressional support requires that GAO focuses its
resources on assignments that have the potential to achieve at least
one, but preferably more than one, of the following objectives:

Contribute to congressional decisionmaking on significant public
policy issues.

Fulfill statutory and legislative requirements and commitments.
Identify and eliminate serious mismanagement, fraud, or abuse.
Realize large financial benefits to the government and taxpayers.

Change policies, procedures, and management structure of major
government programs to better achieve desired program results and/
or achieve objectives at lower cost.

See that major government programs comply with applicable laws
and regulations and that funds are spent legally.

Ensure that funds of major government programs are accounted for
accurately.

Enhance GAO’s methodological and technical skills.

These objectives should be used as criteria to guide GAO’s
negotiations with congressional staff in determining how best to
respond to congressional requests and in determining the substance
and timing of assignments under GAO’s BLRs. They are not hard and
fast rules for making “go/no go” decisions about particular
assignments. When used in discussions with a requester before an
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Supporting the Congress--Responding to Requests for
Audits and Evaluations
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Examples of Requested
Departures From Policies
and Standards

assignment is undertaken, they can help establish how other
congressional objectives can be met while meeting his/her
requirements.

To ensure the objectivity and credibility of its work, GAO has
established policies and standards to govern both congressionally-
requested work and work done under GAO’s BLRs. Consistent
application of these standards is needed to ensure the objectivity,
professionalism, and usefulness of GAO’s work. This requirement is

well understood and supported by committees and Members.

Nevertheless, at times, for a variety of reasons, a requester may ask
that particular standards not be followed in responding to a request.
When this happens, the impact of the requested departures on GAO’s
objectivity and credibility must be evaluated. If the requested
departures would jeopardize the credibility or objectivity of GAO’s
results, they should not be made. The requester should be advised
why GAO considers it necessary to meet its standards and policies.
GAO staff should work with the requester to satisfy his/her
requirements without diminishing the credibility or objectivity of
GAQ'’s work.

Division management and, as needed, the Offices of Policy (OP)
and Congressional Relations (OCR) should be consulted on requests
Jor GAO to deviate from its policies and standards.

When GAO departs from standards, its products must disclose the
policies or standards that were not followed, the reasons for the
change, and the alternative approaches taken. The products must
be specifically brought to the attention of the intended signer and
approved by the division head. Any serious departures should be
discussed with the Assistant Comptrollers General for Policy and
Planning and Reporting.

The following examples highlight some of the more frequently
requested departures from GAO’s policies and standards and
appropriate action.

Disclosure of requester’s name: At times, a requester may ask that
the agency not be informed of the source of requested work. GAO’s
policy requires that the requester(s) be disclosed when the auditee
agency asks for that information. In those rare situations where the
requester still requests anonymity because of national defense or
extremely sensitive investigations of agency officials, GAO may agree
to provide the requester anonymity. Issue area directors must obtain
the Comptroller General’s and the Job Starts Group’s approval
before committing to do the work.
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Chapter 3.1
Supporting the Congress--Responding to Requests for
Audits and Evaluations

Agency comments: Due to urgency or other reasons, GAQ is often
asked by a requester to issue a report without obtaining written
comments from the agency or other affected parties. GAO must
obtain the views of responsible officials to meet standards. If the
issues are sensitive or controversial, or the recommendation is wide-
ranging, GAO must make every effort to give affected parties an
opportunity to provide written comments. If written comments are
not to be obtained, the issue area director must be satisfied that the
work performed and discussions with responsible officials, including
the results of exit conferences, provide sufficient assurance that (1)
GAO’s report is factually correct and (2) any conclusions or
recommendations are appropriate. (See Communications Manual
(CM), ch. 12.11, “Agency Comments.”)

Written products: At times, a requester indicates that a written
product on the results of requested work need not be prepared. A
written product should be prepared if, in the opinion of the issue
area director, the situation warrants it and to do so would serve a
public interest. Division management should be apprised and the
requester told in advance of the plan to issue a product, together
with the reason(s). OCR should be consulted to decide on an
appropriate addressee for the report.

If a requester suggests changes in, or provides comments on, a draft
product, GAO should consider them along with others and make any
changes that are justified by the evidence. In considering the
requester’s comments, GAO must ensure that objectivity--an
essential ingredient in maintaining credibility--is not affected by
the requester’s suggested changes. The requester’s comments should
not be cited by source or printed in the report.

External distribution of products: GAO routinely distributes its
products to interested congressional leaders, affected parties, the
media, and other interested parties. On a case-by-case basis, GAO
honors a requester’s need to restrict external distribution for up to
30 days. But GAO will promptly release a report if the requester
releases it or publicly discloses its contents before the end of the 30-
day period. (See CM, ch. 12.14, “Processing and Distributing GAO
Products.™)

At times, a requester will ask GAO to discuss a restricted report with
selective media representatives. Staff should inform the requester
that GAO does not discuss a product with the media until such time
as the product is available to all interested media representatives.
When a story about a product that has been selectively released
appears in any media outlet, GAO will, on its own initiative,
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Supporting the Congress--Responding to Requests for
Audits and Evaluations

immediately release the product to all media outlets and notify the
requester of this action.

If, during an agreed-upon waiting period, GAQO learns that another
committee or Member has pending legislation or hearings on the
issues discussed, GAO staff should consult the requester to arrange
release of the product to those who need it. If the attempts are
unsuccessful, other interested parties should be notified of the
report’s existence and informed that they should seek access to the
report directly from the original requester. OCR should be informed.

.|
Congressional
Requests for Audit
and Evaluation Work

Work Priorities

Early Actions

Congressional mandates and requests are GAO’s top priority.
While required to do work requested by committee Chairs, as a
matter of policy, GAO assigns equal weight to requests from Ranking
Minority Members. Many requests from individual Members meet
the criteria by which GAO maximizes its support to the Congress.

Good, frequent, and open communication with committees and
Members helps GAO staff anticipate requests so that responses can
be prompt and effective. Cooperating with the requester in
developing the formal request also promotes responsiveness. When
a request is received, prompt action must be taken.

Requests for GAO work normally are made to the Comptroller
General in writing. However, because of their continuing contacts
with committees and Members, GAO officials and staff may be
directly asked to do work. When this happens, the request must be
promptly forwarded to OCR for control and referral to the
appropriate division or office. When request work is anticipated to
take more than a few staff-days, the requester generally should be
encouraged to put the request in writing.

Before beginning work on a specific congressional request, GAO
staff should discuss with the requester his/her needs and time frames
in light of available GAO resources. Such discussions can help GAO
assess how the request meets its criteria for setting work priorities,
so that GAO can determine the best approach for fulfilling the
requester’s needs.

Requests for audit/evaluation work must be prompily acknowledged
by OCR, usually within 24 hours or by the next workday. The
acknowledgement is not a substantive response committing GAO to
a defined scope of work or timing. The substantive response is made
by the division/office that will do the work.
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Audits and Evaluations

Initial Substantive
Contact

Advance
Understandings

Promptly upon receiving a request, OCR assigns it to the division
that has primary responsibility for the subject matter. Questions on
responsibility for the assignment should be resolved between the
division(s), OCR, and the Office of Program Planning.

In making an assignment, OCR gives the division any known
background. This background includes “sensitive” areas to which
the division should give special consideration as well as other
sources that could more appropriately meet the requester’s needs,
e.g., Inspectors General (IGs) offices, the Congressional Budget
Office (CBO), the Congressional Research Service (CRS), or the
Office of Technology Assessment (OTA). Helping to ensure that a
request is directed to the organization that can best respond to itis a
part of GAO’s service to the Congress.

The division/office assigned a request must prompily contact the
requester. This contact must be made no more than 2 weeks after
receiving the request. The contact normally is a meeting, but, if
clarification is not necessary, it may be by telephone.

The initial contact is an opportunity to discuss issues related to the
request. It helps to develop a responsive work strategy and
reinforces the fact that congressional requests are GAO’s top
priority.

To help ensure that requesters’ needs are met as quickly and
effectively as GAQ's resources permit, an agreement should be
reached on what GAO will do and when it will be done. Advance
understandings also provide opportunities for ensuring that other
appropriate congressional leaders, such as Ranking Minority
Members, are fully informed of the requested work and that their
needs can be included in work plans. If there are any concerns, they
should be promptly discussed with OCR and division management.

Advance understandings should be reached as soon as possible,
recognizing that some work may be necessary before definite
commitments can be made.

Issue area directors or assistant directors in less significant or less
sensitive cases are responsible for ensuring that GAO’s work will
respond to the request. In discussing work with a requester, they
should

make sure that their understanding of the request and its objectives
is the same as the requester’s;
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Audits and Evaluations

Confirmation Letters

learn when the results are needed and work with the requester to
determine how those needs can best be met in the required time
frame, including product type and distribution arrangements;

discuss scope and methodology options that could fulfill the
request and the implications that each would have on substance and
timing; and

explain how GAO informs agency officials of request work,
performs audits/evaluations and reports on them, and discusses the
results with affected parties.

Agreements reached with the requester are commitments. They
must be documented in a congressional contact memorandum, along
with significant aspects of the discussions that led to the agreement.

The issue area director should consider using confirmation letters
on all request assignments. OCR will advise. A confirmation letter
is particularly appropriate when the request

involves multiple requesters;
is politically sensitive or controversial;
is overly broad or unclear;

has changed significantly during discussions with regard to
objectives, scope, methodology, or timing;

comes from an infrequent or new requester who has little or no
experience with GAO; or

comes from a requester whose key staff member is unfamiliar with
the subject matter of the request or with GAO.

When a confirmation letter is used, it should be sent promptly after
GAO and the requester have reached an understanding of the
requester’s needs and have agreed on GAO’s response. A copy of the
letter should be sent to other appropriate congressional leaders,
such as Ranking Minority Members, with whom the request was
discussed. The requester should be alerted that these copies have
been sent.

Confirmation letters generally should be signed by the issue area
director or regional manager. (See CM, ch. 12.2, “Early External
Communications,” for details on format and content.)
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Access to Workpapers

I o W

I 3 W

A confirmation letter must be sent to the congressional leadership
when GAO cannot meet a statutorily-mandated deadline and GAO
has received permission from the appropriate committees to delay
issuance of a product.

GAO prefers not to release workpapers to congressional requesters
or Ranking Minority Members while the assignment is still ongoing
because of possible delays in completing the assignment and the
tentative nature of the information. In these situations, attempts

. should be made to meet the requester’s needs by alternative means,

e.g., discussions, briefings, or synopsized workpapers. Care must be
taken to ensure that assignment performance is not delayed. If a
requester persists, these requests should be discussed with division
management, OCR, and OP.

On completed assignments when the Chair or Ranking Minority
Member of a committee for which work was performed requests
access to workpapers, the issue area director or regional manager
may release them (after consulting with OP and OCR) provided that
the workpapers

received sufficient supervisory review and
contain data that meet GAO’s quality standards.

If the workpapers include classified, proprietary, or sensitive data or
data protected by law or by agreement (e.g., pledges of
confidentiality), they require special safeguards and release
restrictions. (See ch. 11.1, “Workpapers.”)

If a committee, other than the one for which work was performed,
asks for access to workpapers on completed assignments, the issue
area director or regional manager may release the workpapers under
the above conditions after notifying the original requester of the
proposed release.

For information relating to access to workpapers by IGs, executive
agencies, and other legislative support agencies, see chapter 14.0,
“Agency Relations~Policy Summary.”

For workpaper access under freedom of information requests, see
chapter 15.0, “Other Audit- and Evaluation-Related Policies—-Policy
Summary.”
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Requiring Special
Consideration

Multiple Requesters

Extensive Resource
Requirements

PR,

Supporting the Congress--Responding to Requests for
Audits and Evaluations

When GAO receives contemporaneous requests covering similar
issues from two or more requesters, GAO should discuss the matter
with each requester and agree on the best approach to meet
everyone’s needs. Any agreements, including the designation of one
committee staffer to help arrange meetings, should be documented
in writing and distributed to all requesters. GAO is responsible for
distributing draft or final products to all requesters.

A request should be considered as contemporaneous if it is received
before the initial substantive contact with the first requester, i.e.,
within 2 weeks. Even if requests are further apart, every effort
should be made to fold them into the existing job.

All GAO resources, not just those of a specific group, must be
considered in determining GAO’s ability lo respond to a
congressional request. If staff are not available within the
responsible issue area director’s group, division management should
consider all other division resources. If the request cannot be staffed
at the division level within a reasonable time, the issue should be
discussed with the Comptroller General during Reports Review
sessions.

If, after all available resources are considered, a request cannot be
met within the desired time frame, the issue area director or
asststant director should work with the requester to determine
whether alternatives can satisfy his/her requirements.

Could another entity satisfy the request more appropriately or
effectively? Referrals to other congressional support agencies (CBO,
CRS, or OTA), agencies’ IG offices, or other executive branch
organizations should be considered.

Is the assignment being approached in the most efficient way to meet
the requester’s needs? Can the scope be redefined or segmented?

Can action on the request be deferred until GAO staff is available?

Can other work for this requester be deferred so that work on the
subject request can begin?
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Problems of GAO’s
Jurisdiction

Requests Concerning
Procurement Bid
Protests

Can other GAO work in process or planned be modified to meet the
requester’s needs in an acceptable time frame? As emphasized in
chapter 5, “Program Planning,” program plans are developed to
respond to the interests, priorities, and timetable of congressional
committees and their staffs. Adequate program planning prepares
GAO to meet individual requests with work that has already been
planned or to modify that work to meet new requirements.

If a request appears to be outside the scope of GAO's audit
authority, the Office of the General Counsel (OGC) should be
consulted (see ch. 1, “Audit/Evaluation Authority”). Limitations on
GAO’s authority should be discussed with the requester in
consultation with OCR.

GAO sometimes receives congressional requests concerning matters
that are being or have already been considered by GAO under its
procurement bid protest jurisdiction. In most instances, such
protests involve disputes over the award of federal contracts. OGC
analyzes issues relevant to bid protests and renders decisions on
behalf of the Comptroller General. (More information about the bid
protest process is included in OGC'’s special publication entitled Bid
Protests at GAO: A Descriptive Guide (Fourth Edition, 1991).)

GAO’s policy is not to review matters considered in past or ongoing
bid protests, including those that were dismissed because they were
not raised within established time limilts. However, when requests
involve bid protests, division staff should be as helpful as possible
and determine whether work should be done on other aspects of the
procurement that could meet the requester’s needs. The issue area
director should discuss the request with division management, OCR,
and OGC to develop an appropriate strategy for assisting the
requester.

Also, some matters raised in bid protests are not addressed by OGC
because they are beyond GAQO’s bid protest jurisdiction. In these
cases, GAO may decide to do the requested work but only after the
bid protest decision is final.

Related Materials

Other Chapters
of This Manual

4, “Standards.”
5, “Program Planning.”

6.1, “Initiating Assignments.”
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Communications 12.2, “Early External Communications.”
Manual
12.6, “Transmittal Letters.”

GAQ Order 0110.1, “Legislation Relating to the Functions and Jurisdiction of the
General Accounting Office.”

Other Publications Serving the Congress (Revised Apr. 1991).
Bid Protests at GAQ: A Descriptive Guide (Fourth Edition, 1991).
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Supjporting the Congress--
Congressional Input to GAO’s Basic
Legislative Responsibility Work

GAO’s policy is to perform work under its basic legislative
responsibilities (BLRs) that meets congressional needs by

Policy

¢ assisting in congressional oversight responsibilities and policy and
budget deliberations;

® addressing issues of national importance; and

¢ improving the economy, efficiency, and effectiveness of federal
programs and activities.

]
ting Act of
GAO's BLR The Budget and Accounting Act of 1921, amendments to that act, and

other GAO-specific legislation requires GAO to evaluate various
issues including those that the Comptroller General believes will
assist the Congress. (See ch. 1, “Audit/Evaluation Authority.”)

Good communication with committees, Members, and staff helps
GAO to respond effectively to congressional requests. It also helps
GAO to structure its BLR work to be most responsive to major
national issues and congressional interests. GAQ'’s program and
assignment planning systems are directed to ensuring this
responsiveness. Consequently, GAO staff should obtain committee
input and consider congressional timetables as they develop
program plans. If a committee indicates opposition to BLR work,
division management and the Office of Congressional Relations
should be informed.

Approved program plans should be available to committees or
Members on request after consulting with the Office of Program
Planning. Issue area brochures that generally describe GAO’s work
in an issue area and provide names and telephone numbers of GAO
contacts may also be helpful to congressional leaders. (See ch. 5,
“Program Planning.”)

|
Relatin g BLR WOI'k Congressional processes, agendas, and timetables are important

. inputs to GAO’s work planning and scheduling. Staff should plan
to Congr essional and schedule work to have work products dealing with issues on the
Ne eds congressional agenda available when the Congress or its

commiittees need them.
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Supporting the Congress--
Congressional Input to GAO’'s Basic
Legislative Responsibility Work

Information on
Committee Agenda

Knowledge of
Congressional Budget
Processes

Issue area directors are encouraged to discuss their approved
programs and annual work plans with committees, Members, and
their staff.

Work plans that coincide in substance and timing with matters on
which congressional action is planned are most useful. They make it
more likely that the results of GAQO’s work will be favorably
considered and implemented.

Discussions with committee Members and their staff are the most
important way by which issue area directors can become alert to the
agenda that committees plan to pursue, matters of greatest interest
to them, and any hearings likely to be held.

Another source of information is the following listings that are
prepared by the Congressional Research Service:

Subjects and policy areas that committees may want to analyze in
depth.

Programs and activities scheduled to terminate during the current
Congress.

Knowledge of congressional budget processes is essential to getting
timely action on GAO’s work that supports authorization or
appropriation of funds. Timing GAQ’s products to influence
budgetary decisions at both executive agency and congressional
levels greatly facilitates their acceptance.

In performing work and developing products to influence budget
decisions, GAO staff should keep the following factors in mind:

The period following enactment of one year’s major budgetary
legislation (usually in the fall) and submission of the President’s
budget for the next year (in late January or early February) presents
the best opportunity to influence congressional budget decisions.
During this time period, after major budgetary legislation has been
enacted, the President’s budget for the upcoming fiscal year is being
prepared for submission. At this time, committees are likely to have
more time to consider issues with significant budgetary impact, such
as the need for major weapon systems. Opportunities to influence
budgetary decisions continue between January and June, but, during
these months, congressional Members and staff may have less time
to consider these issues because they are busy preparing for and
conducting authorization and appropriation committee hearings.
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Supporting the Congress--
Congressional Input to GAQ’s Basic
Legislative Responsibility Work

Related Materials

Other Chapters

of This Manual

GAO Order

Other Publication

Recommendations made to agencies and the Office of Management
and Budget (OMB) before joint agency/OMB hearings (normally
during October and November) can influence budget decisions
before the congressional review begins.

¢ A thorough analysis and explanation of the budgetary impact of

certain recommended actions are essential. GAO should describe
what actions are needed, the budgetary benefits, where the benefits
might be applied, and any offsetting costs.

(App. I briefly describes the key decision points of the congressional
budget process and their estimated timetable. A Glossary of Terms
Used in the Federal Budget Process (GAO/AFMD - 2.1.1) describes
the budget process in greater detail.)

1, “Audit/Evaluation Authority.”
5, “Program Planning.”
6.1, “Initiating Assignments.”

0110.1, “Legislation Relating to the Functions and Jurisdiction of the
General Accounting Office.”

A Glossary of Terms Used in the Federal Budget Process
(GAO/AFMD - 2.1.1).
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Appendix I:

A Chronology of the
Congressional
Budget Process

Scheduled Date

Not Later Than the
First Monday in February

Six Weeks After President
Submits Budget

March

April 1

April 15

Chapter 3.2

Supporting the Congress--
Congressional Input to GAO's Basic
Legislative Responsibility Work

Some of GAO’s work may identify budgetary benefits of certain
actions. This chronology of scheduled budgetary deliberations
should assist GAO in timing its work to meet the congressional
timetable.

This chronology does not reflect the actual schedule followed each
year but the estimated timetable.

Agency and Congressional Action(s)

The President submits the budget, including the current services
budget. The President’s budget includes estimates for the current
year, the budget year, and the two following years. It is prepared by
OMB under the President’s direction and is based on estimates
derived from the agencies and OMB. Agencies begin developing
information for the budget over 10 months before its submission to
the Congress.

Both the Congressional Budget Office (CBO) and OMB prepare
sequestration preview reports that include information regarding
spending levels. CBQO's report is due 5 days before the President
submits the budget, and OMB’s report is submitted at the same time
as the President’s budget.

Committees and joint committees submit “views and estimates”
reports to budget committees. Each standing comimittee reviews the
President’s proposed budget and submits a report on appropriate
spending or revenue levels for programs under its jurisdiction to the
budget committees. The Joint Economic Committee submits fiscal
policy recommendations.

The budget committees begin drafting the Concurrent Resolution on
the Budget.

The Senate Budget Committee reports its version of the Budget
Resolution to the Senate. The House Budget Committee has no
deadline.

The Congress completes action on the Concurrent Resolution on the
Budget. That resolution sets forth the appropriate levels of total
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Congressional Input to GAQ’s Basic
Legislative Responsibility Work

April to September

May 15

June 10

June 15

June 30

July 15

October 1

Thirty Days After
OMB Issues Final
Sequestration Report

revenues and of total new budget authority and budget outlays, the
appropriate levels of budget surplus or deficit and the appropriate
level of public debt, and the recommended level of federal revenues.
From time to time, legislation is enacted, such as Gramm-Rudman-
Hollings and the Budget Enforcement Act, which has the effect of
limiting congressional discretion with respect to spending or the size
of the deficit or both. These constraints are customarily reflected in
the Budget Resolution and are enforced by sequestration procedures
that are applied by OMB during or at the end of each session of the
Congress.

When the Concurrent Resolution on the Budget is adopted, total new
budget authority; outlays; and, in the case of the House of
Representatives, entitlement authority are allocated among the
standing committees with jurisdiction over spending programs.

After adoption of the Concurrent Resolution, specific spending and
revenue measures and any reconciliation legislation mandated by the
Concurrent Resolution are considered.

The House may consider annual appropriation bills after this date
even if the Concurrent Resolution on the Budget has not been
adopted.

The House Appropriations Committee reports the last of the annual
appropriation bills. The Senate Appropriations Committee has no
deadline.

The Congress completes action on the reconciliation legislation,
implementing the Concurrent Resolution on the Budget.

The House completes action on annual appropriation bills. The
Senate has no deadline.

The President submits amendments to his budget.

The fiscal year begins. If action on appropriations is not completed,
the Congress may enact a “continuing resolution,” which gives
agencies authority to continue operations until their regular
appropriations are enacted.

The Comptroller General issues a compliance report to the Congress
and the President that includes information on the extent to

which sequestration orders and reports comply with budget
enforcement procedures.

Sequestrations of discretionary spending may occur during a session
of the Congress.
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Chapter 3.3

Supporting the Congress--

Effective Communication

Policy

GAO’s policy is to

maintain good, frequent, and open communications with committees
and Members and

ensure that the Comptroller General and other top GAO managers
are completely informed of matters affecting GAO’s relations with
the Congress.

|
Keeping the
Congress Informed

. Work Plans

New Job Starts

Assignment Progress

Work plans and the progress of work requested by, or of interest to,
committees or Members should be tracked in terms of the
congressional timetable. Congressional representatives should be
briefed regularly on their requested work and on GAQO’s other
assignments in which they have expressed an interest.

Issue area directors are requested to discuss program and annual
work plans with congressional committees—-both Majority and
Minority Members-—-before they are finalized. Committee members of
both parties should be informed of significant changes to work in
which they have expressed particular interest.

Each month GAO notifies the Congress of all new audit, evaluation,
or investigation assignments through the Research Notification
System report prepared by the Congressional Research Service.

Congressional requesters and other appropriate congressional
leaders, such as Ranking Minority Members, must be kept informed
of the status of work on assignments in which they have expressed
interest.

Where changes from previously agreed-to objectives, scope,
methodology, or timetable are necessary, the Office of Congressional
Relations (OCR) will assist in exploring options to help ensure that
the requester’s needs will be met. Proposed changes must be
promptly discussed with the requester and other appropriate
congressional leaders with whom the request was initially
discussed. A confirmation letter also may be appropriate.

If congressional requesters have been briefed on interim work
results and tentative findings or conclusions have changed
significantly, they must be informed of the change. Surprises must
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Draft Reports

# Special Requirements
# for BLR Drafts

3 3 3

I 3 3 H

be avoided. Even if requesters are unhappy with GAO’s message,
they appreciate early information on what the message will be.

Committees and Members also should be kept informed of the status
of assignments GAO performs under its basic legislative
responsibilities (BLRs) in which they have expressed interest. This
is particularly necessary when the results seem relevant to likely
congressional positions or actions.

Depending on the circumstances, the results of GAO’s work can be
presented and closed out through reports, correspondence, formal
briefings, or informal discussions documented by an appropriate
congressional contact memorandum. (See ch. 12, “Communications
Policy,” and the Communications Manual (CM).)

Draft reports sometimes change materially after GAQO considers
agency comments. Therefore, GAO provides access to draft reports
only to requesters, when asked, and to affected parties.

Consistent with this provision, when a draft report is sent to the
agency for comment, GAO provides copies to the requester(s), if
asked to do so. If the assignment involves multiple requester(s) and
any requester asks for a copy of the draft, GAO should provide all
other requesters a draft at the same time.

If another committee asks to see the draft, GAO seeks permission
from the requester. If the original requester does not approve of the
draft’s release, GAO asks the two committees to work out an
acceptable arrangement. In these situations, divisions should
consult OCR for guidance and assistance.

Draft reports must include a cover sheet (GAO Form 515) and be
transmitted by brief letters alerting the recipients against premature
disclosure. (See CM, chs. 12.4, “Physical Makeup of GAO Products,”
and 12.6, “Transmittal Letters.”)

GAO is required to provide weekly lists to the House Government
Operations and the Senate Governmental Affairs Committees
identifying draft reports sent to the agency for comment. To enable
OCR to prepare the consolidated response, divisions must submit the
list of their BLR reports by noon on Friday.

31 U.S.C. 718(b) requires that, if requested, these two committees
may obtain copies of GAO’s BLR draft reports. Requests by other
committees, however, must be approved by the division Assistant
Comptrollers General. Both OCR and the Office of Policy (OP)
should be notified of these requests.
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Recommendation
Implementation Status

Each year, GAO provides a report to the Appropriations Committees
of both Houses of the Congress on the status of open
recommendations. The report is intended for use by congressional
oversight and authorizing committees as well as Appropriations
Committees in preparing for hearings and budget deliberations. (See
ch. 9.2, “Procedures for Recommendation Followup.™)

GAQ also briefs committee and staff members on recommendations
that deserve priority attention because their implementation can
significantly improve government operations.

|
Keeping the
Comptroller General
Informed

OCR Monitoring

Congressional Contact
Memorandums

The Comptroller General must be kept informed of all matters
significantly affecting GAO’s relations with the Congress, including
contacts with Members of the Congress and their staff. This
normaily should be done through close division/office contact with
OCR and weekly OCR meetings held with the Comptroller General.

Other important methods for keeping the Comptroller General
informed include key management meetings, such as the weekly Job
Starts Group (JSG) meetings and biweekly Reports Review meetings.

OCR enters each congressional request into GAQO’s Mission and
Assignment Tracking System (MATS). The request is then tracked
and linked to assignments that address the request. The system
provides reports on progress in responding to congressional

requests. (See Mission and Assignment Tracking System (MATS)
Users’ Manual, GAO/OIMC-6.1.1.)

OCR has primary responsibility for ensuring effective relationships
with the Congress and for keeping top management informed of
factors affecting these relationships. Consequently, OCR must be
kept informed of contacts with the Congress and with the status of
work on requested assignments. Issue area directors and staff must
inform OCR of circumstances significant to GAO’s relationship
with the Congress as promptly as they occur.

GAO staff must give OCR advance notice of meetings scheduled
with congressional committees, Members of the Congress, or
congressional staff. The notice should be early enough and
complete enough so that OCR can make an informed decision on
attending and can give advice on matters currently affecting the
committee or the subcommittee.

Within 24 hours of each substantive congressional contact or by the
following workday, a congressional contact memorandum must be
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sent to OCR, with a copy to the Assistant Comptroller General for
Policy and other interested parties. Copies also should be sent to
issue area directors in other divisions who, because of their work
responsibilities, should be apprised of subject matter developments.
If the information is particularly significant, it may be necessary to
call OCR immediately.

Congressional contact memorandums summarize discussions with
congressional leaders and staff and record, among other things,
commitments and understandings reached on the scope, timing, and
reporting aspects of GAO'’s work. They also facilitate coordination
of work. But congressional contact memorandums should not be
used as a substitute for confirmation letters.

The congressional contact memorandum should be concise but
complete. It should include the following information:

The date, time, place, and circumstances under which the contact
occurred.

A list of all persons involved.

A summary of issues discussed, opinions expressed by GAO staff,
agreements reached or commitments made (particularly those
involving assignment scope, timing, or reporting), any restrictions on
the identification of the requester, release of drafts, or the time of
public release of the completed report.

Any agreed-to departures from GAO’s standards or policies and the
alternative means by which the objectives of those standards or
policies will be met. The staff should ensure that they have
discussed the departures with OP and should state in the
congressional contact memorandum a discussion of how the final
decision on the issue was reached.

When a congressional contact includes a discussion of current or
proposed legislation, the congressional contact memorandum should
include the bill number, its purpose, and any recommendations
made by GAO staff. Documentation of subsequent contacts on the
same issue should refer to prior congressional contact
memorandums. (See CM, ch. 12.18, “Comments on Legislative
Bills.”)

When distributing copies of the congressional contact memorandum,
not all recipients may need copies of staff papers, briefing
documents, or other written material provided to the congressional
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Weekly OCR Meetings

Weekly JSG Meetings

Biweekly Reports
Review Meetings

source. To determine who should receive copies of additional
material, staff should consider the extent to which recipients may
benefit from receiving it. For instance, some recipients may find the
material useful in helping them perform their work, while others may
not need to know about detailed information included in the
materials.

Each week, the Comptroller General meets with division and office
heads and OCR staff to discuss upcoming GAO testimony, proposed
or pending legislation, significant requests, and other matters
involving GAQ's assistance to the Congress.

JSG conducts a weekly review of incoming congressional requests,
new assignments, and assignments moving beyond the job design
phase to either the data collection/analysis phase or the product
preparation phase. JSG, in reviewing assignments from an overall
perspective, shares its views concerning the scope, methodology,
timing, and reporting of jobs. These meetings provide the
Comptroller General, and other group members, with valuable
information about congressional relations as well as specific
assignments.

The Comptroller General meets every other week with each division
head and, if necessary, with division staff to discuss specific reports
and testimonies in process, ongoing assignments, anticipated
congressional requests, and other significant issues regarding the
division’s work. These meetings provide the Comptroller General
the opportunity to obtain detailed information about specific
assignments and to pursue outstanding issues raised during other
JSG or OCR meetings.

Related Materials

GAO Orders

Other Publications

0130.1.11, “Office of Congressional Relations.”
0411.2, “Handling Congressional Correspondence.”
Serving the Congress (Revised Apr. 1991).

Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1).
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Supporting the Congress--
Other GAO Services

Policy

GAOQO's policy is to assist the Congress by giving testimony at
congressional hearings, commenting on bills under congressional
consideration, and providing other services that use the extensive
factual information developed from its audits and evaluations.

GAQO also, in appropriate circumstances, provides staff to
congressional committees and assists the Congress in getting
information directly from executive agencies and other sources.

|
Testimony At
Congressional
Hearings

Testimony is one of GAO’s most important forms of communication
with the Congress. The results of GAO’s completed and ongoing
work are frequently presented by GAO officials in testimony before
congressional committees. Testimony is arranged by, and the
principal witness is designated through, the Office of Congressional
Relations (OCR). The statement (and backup book, if necessary) is
prepared by the issue area director responsible for the subject with
the cooperation of other divisions and offices. Committee deadlines
must be met.

In many cases, requests for testimony result in short time frames.
Despite these pressures, GAO must maintain its high-quality
standards. The facts testified on must be accurate and well
supported, the message must be precise, and the overall product
must meet the same level of quality required for other GAO work.

To maintain product quality, facts should be validated with the
agency and the proposed testimony should be reviewed within the
division, coordinated with appropriate GAO divisions and offices,
and reviewed and approved by the Office of the General Counsel
(0GC).

Issue area directors are responsible for ensuring the quality of
testimony following normal procedures. Procedures to ensure
quality include independent referencing to ensure that facts are
accurate and conclusions are supported. In cases where time is
limited, for example, when last-minute revisions are made, issue area
directors should ensure, at a minimum, that selective referencing has
been done. They must satisfy themselves that the product is ready
and is of the highest quality.

The Special Assistant to the Comptroller General, the General
Counsel, and the Assistant Comptroller General for Planning and
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Reporting (ACG/P&R) review all testimony to be presented by the
Comptroller General. OGC also reviews testimony to be presented
by other GAO officials and discusses upcoming testimony at
biweekly Reports Review meetings. The Office of Policy provides
guidance as requested. (See Communications Manual (CM), ch.
12.17, “Testimony,” and GAQO Order 1412.1, “Testimony Before
Congressional Committees.”)

|
Comments on Bills

Timely comments on proposed legislation are an tmportant way in
which GAO assists the Congress. Bill comments are provided when
(1) GAOQ is requested to do so by committees or Members; (2) GAO’s
authorities or responsibilities would be affected by the bill's passage;
and/or (3) GAO has information that would be useful to committees
or Members in considering or modifying the bill, including possible
changes to help accomplish intended objectives.

Bill comments can identify and help resolve potential problems
before legislation is passed. For the same reason, GAO provides
requested comments to the Office of Management and Budget on
legislation proposed by executive agencies.

GAO’s bill comments range from general comments on the overall
merits of a bill to firm opinions and alternatives for specific
provisions. For example, when a bill would include a requirement
that GAO perform a specific audit or evaluation, bill comments
should urge against its inclusion. Such requirements greatly limit
GAQ's flexibility to use its resources in a way that is most beneficial
to overall congressional needs.

Although bill comments are normally provided in writing,
requesters sometimes ask for oral comments. In such cases, GAO
staff must advise OCR and division management of the request and
clearly document any comments provided in a congressional
contact memorandum. The congressional contact memorandum
should identify the bill, its purpose, and GAQO's recommendations for
changes. Both written and oral bill comments normally should be
consistent with prior GAO positions. Exceptions to prior positions
should be discussed with the Assistant Comptroller General for
Policy.

Except in unusual circumstances, bill comments should not provide
estimates of the budgetary cost (or savings) likely to result from
enactment of the bills. Those requesters seeking such estimates
should be referred to the Congressional Budget Office. Under the
Congressional Budget Act of 1974, that office is responsible for
making such estimates.
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Assignment of GAO
Staff to Committees
(Detailees)

Generally, the more sensitive or controversial bill comments are
signed by higher level officials, such as division or office heads, the
General Counsel; or, in some cases, the Comptroller General. Bill
comments that do not warrant a higher signature level may be signed
by issue area directors.

Bill comments must be reviewed by appropriate division/office
officials, OCR, and OGC. They must be independently referenced.
If the Comptroller General will sign the comments or if the
comments address significant issues, they must be reviewed by the
ACG/P&R and the Special Assistant to the Comptroller General
before submission to the Comptroller General for signature.

Each division should keep abreast of bills in its area of responsibility
and work with OCR to determine when GAO comments would be
appropriate. Divisions should include anticipated bill comments as
agenda items for discussion with the Comptroller General at Reports
Review meetings. (See CM, ch. 12.18, “Comments on Legislative
Bills.™)

In some cases, committees’ needs may best be met by assigning GAO
staff to them. Such assignments are arranged by OCR following
specific approval by the Comptroller General. As a matter of policy,
GAO considers assigning staff to any Chair or Ranking Minority
Member when it is significant to committee objectives and can be
done within the limits of GAO’s resources. In providing detailees,
GAO follows the House and Senate rules, which require bipartisan
approval by the House and Senate Administration Commitiees.

The work to be done by GAO staff assigned to committees is
determined by the committees and OCR with the cooperation of the
divisions or the regions from which the staff were assigned.

During these assignments, GAO does not direct or control the
performance of assigned staff. GAO is, however, concerned that
commmittees’ needs are met. Consequently, OCR monitors the work
of assigned staff through periodic reviews with committee staffs.
(See GAO Order 1411.1, “Assignment of U.S. General Accounting
Office Personnel to Congressional Committees.”)
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|
Obtaining and
Providing Documents
(Conduit)

At times, GAO is asked to supply executive branch documents to the
Congress without review, acting as a conduit. GAO’s policy is not to
act as a conduit.

Staff should negotiate alternative ways to help the requester get the
desired information. When GAO knows the material is readily
available, it should offer to (1) contact the agency and request that
the material be sent directly to the congressional requester or (2)
draft letters from the committee/subcommittee chairman to the
agency asking for the desired information.

When these efforts are not successful and GAO provides the
information, GAO cannot assume responsibility for the quality of the
documents transmitted. However, the mere fact that GAO supplies a
document can lead the recipient to erroneously assume that GAO
has established its accuracy and validity. Attempts should be made
to ensure that documents supplied do riot bear any reference that
could be attributed to GAO. Carefully worded disclaimers should be
added to the information provided.

When GAO obtains and provides documents to the Congress, OCR
should be consulted in advance. The exact nature of GAO’s role
must be made clear.

Related Materials

Communications
Manual

GAO Orders

12.17, “Testimony.”
12.18, “Comments on Legislative Bills.”

1411.1, “Assignment of U.S. General Accounting Office Personnel to
Congressional Committees.”

1412.1, “Testimony Before Congressional Committees.”
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Chapter 4.0

Standards--
Policy Summary

GAO’s policy is to ensure the quality and timeliness of its work

P Ohcy through effective application of professional standards and policies.
|

. s1s Generally accepled government auditing standards (GAGAS) apply
Apphcablhty of to all assignments except investigations. GAQO’s investigative
Standards standards are stated in chapter 16, “Performing Investigations.”

All GAGAS standards generally apply to performance audits/
evaluations unless the audit team decides, in the design phase, that
certain standards are not applicable to assignment objectives.
Appendix I gives an overview of standards that are applicable to
particular assignment types and objectives.

Standards of other professions apply to GAO audits/evaluations
when fulfillment of assignment objectives depends on evidence
developed through the use of other disciplines, e.g., engineering
determinations. All the American Institute of Certified Public
Accountants (AICPA) standards are generally encompassed in
GAGAS. To the extent that added requirements exist, they need to
be considered in conducting similar types of reviews in financial
audits.

GAGAS Continued attention to GAGAS is required throughout an
] . assignment. This attention includes an initial and final -
Determinations determination of those standards that apply. It also includes a
commitment of staff to comply with applicable standards and a
and Related statement that standards have been complied with. A GAO Form
Certifications 185, “GAGAS Determinations/Certifications,” is used for that

purpose. (See app. IL)

Reports on audits/evaluations must include a GAGAS conformity
statement. Since GAO does not undertake assignments in which
applicable standards cannot be met, only rarely will it be necessary
to include a statement of nonconformity. In those instances, the

# position must be discussed with and approved by the division

# Assistant Comptrollers General in consultation with the Assistant
Comptroller General (ACG) for Planning and Reporting (P&R) prior
to final product processing. (See Communications Manual (CM),
ch. 12.8, “Introductory Material: Background and Objectives, Scope,
and Methodology.”)
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General Standards

Qualifications

Independence

Personal Impairments

The staff assigned to conduct the audit should collectively possess
adequate professional proficiency for the tasks required.

GAO staff must remain qualified for audits/evaluations by meeting
CPE (continuing professional education) requirements. The issue
area director/regional manager must use care in assigning staff who
have not met those requirements.

Frequently, assignments require special skills. Special skill
requirements must be identified early in the assignment (when the
assignment is initiated or during assignment design). When
necessary, special skill requirements can be met by assistance from
other GAO organizations, by contract, or by other arrangements.

If, for any reason, not all skill requirements can be met, assignment
objectives, scope, or methodology must be modified to be within the
qualifications of available staff. Changes must be discussed with
the requester. (See ch. 3, “Supporting the Congress.”)

GAO products are credible because congressional and other users
know that they are based solely on sound evidence and are
objectively developed. Ensuring that GAO’s objectivity and
credibility cannot be called into question is the day-to-day
responsibility of each staff member.

FEach staff member must ensure that he/she does not have a
personal impairment to objectivity before beginning work on an
assignment.

If a staff member believes there may be an impairment with respect
to a task or an assignment, he/she must repori the circumstances to
his/her immediate supervisor, who must review the possible
impairment in terms of the staff member's assignment
responsibilities. The Office of the General Counsel provides advice
and assistance.

Depending on the circumstances, reassignment to another task may
be appropriate. If that does not resolve the problem, division
management should be informed and consideration should be given
to reassigning the staff member to another audit/evaluation group or
another organizational unit as may be necessary.
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External Impairments

Organizational
Independence

Due Professional
Care

Supervisors and managers at all levels are responsible for remaining
alert to, determining, reporting, and resolving impairments—their
own personal ones as well as those of their staff.

Impairments to independence exist when factors external to the
performance of an assignment affect staff’s ability to reach
independent and objective conclusions. Impairments could result
from factors such as externally imposed scope limitations,
transaction selection, or timing requirements.

Since GAQ's support to the Congress requires that it provide useful
and credible analyses and information, it must plan, perform, and
report the results of its work independently and objectively. Thus,
GAO must have discretion in determining how and by whom the
audit or evaluation work is to be performed as well as in deciding
what is to be included in the report.

Requesters that limit this discretion must be informed of GAO’s
concerns and mutually agreeable arrangements negotiated. If this
cannot be achieved, requester’s needs may be met by assignment of
GAOQ staff to committees.

Independence can be impaired when the organizational location of
an audit organization makes it susceptible to undue influence by
those being audited. GAO standards presume GAO’s organizational
independence because of its location in the legislative branch.
However, if, in connection with an audit or evaluaiion of a
legislative branch organization or function, the issue area director
believes there may be an organizational impairment to objectivity,
he/she must consult the Assistant Comptroller General for Policy.

The due professional care standard requires each staff member to
use sound professional judgment in meeting assignment objectives.
GAGAS and GAO’s policies include requirements that must be met.
They also include guidance pointing up actions that should generally
be taken under normal circumstances. Neither GAGAS nor GAO
policy guidance is designed as a “cookbook” that gives all the
answers in given situations. Each assignment is different and sound
judgment has to be applied by GAO staff.

When staff depart from stated policy guidance, they should do so
knowingly and for good cause and be prepared to justify the course
of action that was taken. Early discussion with the Office of Policy
(OP) is encouraged.

The evaluator-in-charge (EIC)/site supervisor is responsible for
ensuring that due professional care is exercised throughout the
assignment.
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Quality Controls

GAO’s continued success depends on the quality of its products.
Without product gquality, GAO’s credibility could not endure.
Therefore, it must be a basic focus of each staff member. While
GAO has thorough review and control processes in place to ensure
quality, the key to quality is staff commitment throughout the
assignment.

|
Performance

Audits/Evaluations

Purpose of
Performance Audits

Fieldwork Standards

Planning

Supervision

The primary purpose of performance audits, taken as a whole, is to
provide an independent view on the extent to which (1) government
officials are faithfully, efficiently, and effectively carrying out their
responsibilities; (2) resources are being used economically,
efficiently, and effectively for intended purposes; and (3) program
goals are being achieved and, where appropriate, recommend
specific courses of action. However, the purpose or objective can
vary substantially from one performance audit to another. It is this
purpose, or audit objective, that drives the other aspects of the audit
such as the qualifications needed by the audit team and the audit
questions to be pursued.

Fieldwork standards cover planning, supervision, compliance with
legal and regulatory requirements, internal controls, and evidence.

Adequate planning first and foremost means establishing precisely
stated objectives and then selecting a scope of work and
methodology that will meet assignment objectives considering time
constraints, cost, special skill requirements, and other pertinent
factors. It requires that—when performed with due professional
care-work results will meet assignment objectives. It also requires
that those objectives be met efficiently and economically.

In planning assignments, staff should use a customer-focused,
flexible, and decision-oriented approach. Staff should consider
planning as a continuing process during the course of an assignment.
When conditions change, plans must be modified as needed to
ensure that assignment objectives are accomplished.

Adequate supervision requires knowledge of who is supervising
whom, for what tasks and functions, and for what purposes. Itisa
responsibility that is shared by supervisors and staff.
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Compliance With
Legal and Regulatory
Requirements

Internal Controls

Evidence

Reporting Standards

Form

Supervisors must communicate expectations, provide guidance,
oversee performance, provide timely feedback, ensure opportunities
for training and career development, and evaluate performance.

Staff members must ask questions and request help when necessary;
make appropriate suggestions; be receptive to direction, guidance,
counseling, and training; appraise and seek to improve their
performance; and contribute to an environment of open
communication.

An assessment of compliance with laws and regulations is generally
required. Auditors should design the audit to provide reasonable
assurance of detecting abuse or illegal acts that could significantly
affect andit objectives. In all performance audits, auditors should
also be alert to situations or transactions that could be indicative of
abuse or illegal acts. (See GAO/OP-4.1.2, Assessing Compliance With

Applicable Laws and Regulations.)

GAQ expects that most assignments require an assessment of
internal controls, with the need for and focus of the assessment
varying with assignment objectives. (See GAO/OP-4.1.4, Assessing
Internal Controls in Performance Audits.)

Some assignment objectives require an assessment of particular
internal controls. Review of the control structure can be helpful in
determining steps required to assess the adequacy of program or
management processes. Review of pertinent internal controls
should be considered as a basis for identifying the cause of
deficiencies so that constructive recommendations can be made.

Evidence must be competent, relevant, and sufficient. It must lead a
reasonable person to the same position(s) as taken by GAO.

Computer-generated data are frequently an important or integral part
of the audit/evaluation and the data’s reliability is crucial to
assignment objectives. Staff should not assume that computer-based
data are reliable. The EIC must ensure that steps are taken io
establish data reliability. (See GAO/OP-8.1.3, Assessing the
Reliability of Computer-Processed Data.)

Reporting standards include standards for form, timeliness,
contents, presentation, and distribution.

GAO uses a variety of communication products. The product
selected to report the results of an assignment should be based on
the requester’s needs and on those of the public.
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Timeliness

Contents

Presentation

Distribution

At times, a requester may indicate that a written report is not
necessary. If, in the opinion of the issue area director, however, to
do so would serve a public interest, the written report should
nevertheless be prepared. In these cases, the product should not cite
the requester.

GAO’s work deals with matters of major national importance and of
current congressional concern. Much of it responds to requests for
which timely response is critical. Other work is planned to meet the
needs of the congressional timetable. When a report is late, its
usefulness can be destroyed or greatly diminished. Reporis must be
timely.

GAO’s reports must state what, why, and how work was done and
what was found together with constructive recommendations where
appropriate. Comments of agency officials must be obtained and
considered in developing the report and written agency comments
received are normally included as a part of the report along with
GAOQ’s position on the comments.

GAO’s reports bring together the results accomplished by an audit/
evaluation. The report is the “face” that the assignment presents to
the requester and to the public. Whether the reports’ message is
accepted or ignored can depend heavily on how it is presented. The
message agreement in the data collection/analysis phase of an
assignment establishes what should be said. Equal attention should
be given, in the product preparation phase, to how the message will
be presented. (See Message Conferences: A Guide to Improving
Product Quality and Timeliness, GAO/OP-6.3.1.)

GAO reports should be sent to the Congress, particular committees,
subcommittees, congressional leaders, and agencies depending on
matters such as the source of the assignment, subject matter, and/or
authority to take action on recommendations.

Once issued, all GAO’s unclassified communication products are
available to the public, subject to a delay of up to 30 days when the
requester asks that this be done.

Financial Audits

Financial audits include financial statement and financial-related
audits.

Financial statement audits determine whether the (1) financial
statements of an audited entity present fairly the financial position,
results of operations, and cash flows or changes in financial position
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Fieldwork Standards

Planning

Applicable Laws
and Regulations

Evidence-Workpapers

Internal Controls

Reporting Standards

in accordance with generally accepted accounting principles and (2)
entity has complied with laws and regulations for those transactions
and events that may have a material effect on the financial
statements.

Financial-related audits include determining whether (1) financial
reports and related items, such as elements, accounts, or funds, are
fairly presented; (2) financial information is presented in accordance
with established or stated criteria; and (3) the entity has adhered to
specific financial compliance requirements.

DA ctandavrdas “-.4-1"“ 4 e
GAGAS incorporates AICPA standards without

res
includes supplemental standards needed to satisfy t.
of governmental financial audits.

tati
the unique needs

In performing financial audits, GAO staff must follow AICPA
standards, GAGAS supplemental standards, and GAO policies and
requirements.

Supplemental fieldwork standards include planning, applicable
laws and regulations, evidence (workpapers), and internal
controls.

GAO’s planning requirements for performance audits apply to
financial audits. The financial audit’s assignment objectives
determine whether and how the requirements of various levels of
government should be considered.

Steps must be performed to provide reasonable assurance of
detecting violations of laws and regulations that could have a
material effect on financial statement amounts or the results of a
financial-related audit.

Workpaper requirements for financial audits are the same as those
for performance audits.

While performance audit standards require a review of internal
controls only when needed to meet assignment objectives, an
understanding of internal controls is required for all financial audits.

Guidance contained in AICPA’s standard entitled “Consideration of
the Internal Control Structure in a Financial Statement Audit”
(Statement on Auditing Standards No. 55) should be followed in
meeting this standard.

GAO uses standard report language on all financial audits as
prescribed by the AICPA’s Statements on Auditing Standards and the
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Statement on
#Auditing Standards

#
Compliance With

Applicable Laws
and Regulations

Report on
Internal Controls

Report on
Financial-Related

Audits

Privileged and
Confidential Information

Report Distribution

Key Responsibilities

Accounting and Financial Management Division’s (AFMD) Financial
Audit Manual (GAO/AFMD-12.19.5). Any departures must be
approved by the ACG/AFMD. (See CM, ch. 12.19, “Financial
Statements Audit Reports,” for further information for each of these
requirements.)

Requirements for performance audits should be followed. In the
rare cases where a nonconformity statement may be necessary, the
position must be discussed with the ACG/AFMD, in consultation
with the ACG/P&R, before final processing.

The report should include a statement of positive assurance that the
audited entity is in compliance for the transactions tested and a
statement of negative assurance for transactions not tested.

The report should include, as a minimum, (1) a discussion of the
scope of the auditor’s work in obtaining an understanding of the
internal control structure and assessing control risk, (2) a
description of the entity’s major internal control categories, and (3)
an identification of any material weaknesses in internal controls.

Depending on audit objectives, AICPA reporting standards may
apply. Otherwise, requirements for performance audits included in
the CM apply.

The requirements of CM, chapter 12.15, “Special Consideration and
Handling of Classified, Restricted, and Sensitive Information in GAO
Products,” as discussed under the reporting standards for
performance audits/evaluations, also apply to financial audits.

Performance audit requirements also apply to financial audit reports.
Distribution requirements for management letters which
communicate findings or observations regarding procedures and
controls that do not materially affect the financial statement are
included in the CM.

e Staff, EICs/site supervisors, assistant directors/regional

representatives, and directors/regional managers share
responsibility for determining the standards that apply to an
assignment as well as committing to meet them.

The division in consultation with the ACG/P&R approves any
circumstances in which a communication product is released
without all applicable standards having been met.
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¢ OPis responsible for providing guidance on standards and how
they are to be applied to GAO assignments.

» Each staff member is responsible for meeting GAO’s CPE
requirements, for reporting personal impairments of independence
or objectivity on an assignment, and for conducting work in
accordance with all other applicable GAGAS.
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|
Appendix L.

Overview of GAGAS
Applicable to GAO
Assignments

The following gives an overview of GAGAS that apply based on

assignment type and objectives:

Standards

General:
Qualifications
Independence
Due professional care
Quality controls

Fieldwork:
Planning
Supervision
Evidence

Internal controls
Compliance with
applicable laws
and regulations

Reporting:

Form

Timeliness

Contents

Presentation

Auditing standards

Compliance with
laws and regulations

Internal controls

Privileged and
confidential
information

Distribution

Applicability

All GAO audits/
evaluations. Generally
applicable to “other”
assignments. (See note.)

All GAQ audits/
evaluations. Generally
applicable to “other”
assignments.

Dependent on assignment
objectives for performance
audits; required for
financial audits.

All performance audits/
evaluations and
financial audits.
Applicable to “other”
assignments unless
otherwise noted in
assignment plan.
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Note: Most GAQ assignments are audits/evaluations. However, some
assignments do not include GAO findings, conclusions, and/or
recommendations. Examples of these “other” assignments are those
that

s gather information about a program without verifying it and/or
without analysis, conclusions, and recommendations;

¢ assist a congressional requester by developing questions for use at
hearings;

* summarize or synthesize the results of previous work done by GAO
or other organizations on a particular topic without new analysis,

conclusions, or recommendations;

¢ develop methods and approaches to be applied in evaluating a new
or a proposed program; and

¢ forecast potential program outcomes under various assumptions
without evaluating current operations.
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Appendix II:
GAO Form 185,

GAGAS

Determinations/
Certifications

United States General Accounting Office

GAO GAGAS
Determinations/Certifications

1. Job Code |l Job Titie

E] 3. Financial Audits and Performancs Audits/Evaluations

& Requirements

(1) Include GAGAS Conformity Statement.

{2) Comply wth the following ds: qualifi depend due professional cara, quality contref, planning,

supaervision, avidence, and reparting.
b. O hether the dards below apply.

Dass Not

Standard Applies apply
Compliance with legal and regulatory requiremants D
Adequacy of internal cenirols D I:I

D 4, Cther Assignments

a. Products that result from other assignments do not have to have a GAGAS conformity statement because of limited scope and
analystis.

b. All standards listed in 3a(2) above generally apply and thosa in 3b may apply. Based on your assignment’s objective(s), list
thase standards that do not apply.

Commitment to Conform ta Applicable Standards

1 accept ibility for canducting this assig in with afl appiicabl dards or for promptly bringing to my
supservisor's attantion any crcumstances | become aware of that prevent or impede canformance.

5. Evaluator-in-Charge/Site Supsrvisor (signature) 6. Dats

7. Assistant Director/Regional Reprassntative (signature) 8. Date

Cartiflcats ot Conformancs

This has baen d in confk with ail applicable GAQC dards, palicies, and procedures, except as
discussaed on the reverse swida of this form.

9. Evaluator-in-Charge/Site Supervisor (signature) 10. Date

11. Assistant Director/Reg Repr 9} 12 Date

13. Issue Area DI /Regl Manager ( ) 14. Date

Nots: Sae raverss side tor preparation and flling Instructions.

OPR:0P GAQ Form i85 (Rav. 4/81)
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United States Geneyal Accounting Office

GAO Preparation and Filing
Instructions

1.GAGAS Referancss
Job type defintions are included in the Government Auditing Standards, chapter 2. Standards for fi ial audits are inciuded in
chapters 4 and 5. Parf audit/eval da are in Gand7.

Examples of ‘cther assignments® are included in the General Policy Manual, chaptar 4.0,
2. Appileabliity of Standards According to Assignment Objectives

D ine whethar dards apply during the job design phase. f a standard does not apply, explain why.

3. Commitment to Conform ta Applicable Standards

The "Commitmant to Confarm® should be signed by the appropriate staff B Each participating unit should also prepare such
aform,

4, Cartificate of Contormance
The *Centficate of Confarmance* should be signed before the product is farwarded for appraval. Any deviations from the d

shouid be explained below, and the assignment team shouki assess the implicatons on the GAGAS conformity statemant in the final
product.

5. Submission and Flliing

The campleted farm should accompany the final product through the approval process. After the product 1s issued, file the form in
the master product folder. For assignments nat resulting in an i1ssued product, file form in the master (b file.

6. Explanation of Dsviation From Standards:

GAO Form 188 (Rev. 4/91)
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(General Standards

Policy

GAO's policy is to ensure that staff assigned to audits/evaluations
have the knowledge, skills, and abilities needed to meet assignment
objectives and perform work objectively and with due professional
care.

General Standards

General standards apply to all GAO audits/evaluations and are
generally applicable to “other” assignments. They cover
gualifications, independence, due professional care, and quality
controls. Guidance on each of these general standards is included
below.

- |
Qualifications

Proficiency

Continuing
Professional
Education

The qualifications standard is:

The staff assigned to conduct the audit should collectively possess
adequate professional proficiency for the tasks required.

Staff skills required for an assignment are established by the
assignment plan, which defines the tasks to be done and the
qualifications needed to do them. An early determination should be
made of any special skills required by the assignment design.

Special skill requirements could be met from Design Methodology
and Technical Assistance Groups; regional Technical Assistance
Groups; the Program Evaluation and Methodology Division; the
Information Management and Technology Division; the Office of the
Chief Economist; the Office of the General Counsel (OGC); or, when
necessary, by contract.

If the evaluator-in-charge (EIC) believes that staff assigned to
conduct the audit do not collectively possess adequate professional
proficiency, he/she must promptly inform the issue area director or
the regional manager. The issue area director/regional manager
must then arrange for the assignment of the required skills or modify
assignment objectives, scope, and methodology to come within the
qualifications of available staff.

Compliance with the qualifications standard requires continuing
professional education (CPE) as follows:
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Eighty hours of training should be completed every 2 years, with at
least 20 hours completed in each year of the 2-year period.

Twenty-four of the 80 hours should be in subjects directly related to
the government environment and to government auditing,

CPE requirements are directed to maintaining and continuously
improving professional competence in areas that are necessary for
effective assignment performance. Compliance with CPE
requirements is essential for audit/evaluation staff and must be
met to remain qualified to participate in assignments.

To ensure compliance with the qualifications standard, the Training
Institute and each division and office in areas defined by GAO Order
2410.2, “Continuing Professional Education (CPE) Credits for
Training and Other Professional Activities,” maintain a system for

ensuring that the CPE policy supports GAO’s policy of promoting a
work force that continually improves and refines its skills and
knowledge;

providing specific guidance on CPE issues in training and
professional education matters;

identifying all employees (e.g., evaluator, evaluator-related, or staff
on detail) to whom the CPE requirement applies and providing them
with the opportunity to attend internal training provided by the
Institute, external training funded by the Institute, and external
training funded by divisions or offices;

encouraging employees to pursue other training and professional
activities that contribute to professional development;

assigning and documenting the appropriate number of CPE credits
for activities funded by the employee, the division, or the office; and

monitoring the accumulated CPE credits for each employee
covered by these requirements, reminding employees who do not
appear to be making progress in meeting the 80-hour requirement,
and documenting the CPE credits each employee has earned.

GAO staff are expected to maintain and continuously improve
their professional competence. They are responsible (in conjunction
with their division or office or on their own) for seeking
opportunities for training and professional development, for
successfully completing those activities, and for ensuring that earned
CPE credits are documented.
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The issue area director and/or the regional manager must ensure
that staff assigned to an audit/evaluation have met CPE
requirements. In evaluating staff qualifications, the EIC may assume
that staff assigned to the job have met CPE requirements.

Additional information on the CPE systems requirements are
included in GAO Order 2410.2, “Continuing Professional Education
(CPE) Credits for Training and Other Professional Activities.”

|
Independence

Personal Impairments

The independence standard states:

In all matters relating to the audit work, the audit organization and
the individual auditors, whether government or public, should be
free from personal and external impairments to independence,
should be organizationally independent, and should maintain an
independent attitude and appearance.

Objectivity is of fundamental importance to GAO’s continued
credibility. E'nsuring objectivity is the responsibility of each GAO
staff member.

Impairments to objectivity can be personal, external, or
organizational.

Personal impairments to objectivity include factors that could cause,
or be perceived as causing, a GAO staff member to lose objectivity or
perspective in planning work; developing evidence; evaluating
performance; or reporting findings, conclusions, and
recommendations.

The primary responsibility is with each staff member to avoid
personal impairments. If a staff member believes there may be an
impairment on a task or an assignment, he/she must report the
circumstances. The supervisor must review the facts concerning the
possible impairment in terms of the staff member’s assignment
responsibilities. OGC provides advice and assistance.

If there is an impairment, the staff member may be reassigned to
another task. If that would not resolve the problem, division
management should be informed and consideration given to
reassigning the staff member to another audit/evaluation or another
organizational unit.

Supervisors and managers at all levels are responsible for
remaining alert to, determining, reporting, and resolving personal
tmpairments--their own as well as those of their staff.
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Financial Interests,
Ethics, and Conduct

Personal impairments may involve financial interests, ethics, and
conduct; personal opinions/biases; and present or prior
responsibilities. Each of these is briefly discussed below.

To ensure that objectivity is maintained, GAO staff must not have
financial interests that conflict with their official duties.

The Comptroller General has determined that the following financial
interests are too remote or too inconsequential to affect employee

integrity:
Securities issued by the U.S. Government or its agencies.
Policy holdings in an insurance company,

Deposits in a bank, savings and loan association, credit union, or
similar financial institution.

Shares of a widely-held, diversified mutual fund and the holdings of
such fund provided the employee has no role in its investment
decisions.

The investment interests of an organization exempt from taxation
under 26 U.S.C. 501(c)(3) if the employee has no role in the
organization’s investment decisions.

An employee may not ignore any other financial interest as
insubstantial. A decision that a financial interest is not substantial
enough to affect his/her services may be made by the Comptroller
General, the Special Assistant to the Comptroller General, or the
Committee on Ethics and Conflicts of Interest based on procedures
defined in GAO Notice 2735.1(A-91), “Code of Ethics Including
Employee Responsibilities and Conduct.” A GAO staff member is
also limited in terms of receiving gifts, entertainment, or favors.

In addition to an employee’s own financial interests, the financial
interests of defined family members, partners, or organizations,
including those with whom the employee is seeking employment,
can also prevent that employee from participating in an assignment.
Under certain circumstances, a personal impairment could exist if
the results of an assignment affect others who are not family
members, e.g., a fiance, an in-law, or a roommate.

Senior GAO employees must file an annual public financial
disclosure report with the Senate Select Committee on Ethics and all
other GAO professional employees, GS-7 and above, must submit
annual financial disclosure statements with the designated reviewing
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Personal Opinion/Biases

Present or Prior Status

External Impairments

official. Experts and consultants who provide services to GAO also
must submit financial disclosure statements. The details of the
financial disclosure filing requirements are contained in GAO Notice
2735.2(A-91), “Conflict of Interest and Statements of Employment

and Financial Interests.”

Divisions and offices may use optional forms to help ensure that
GAQ staff are aware of and have complied with financial disclosure
requirements. Appendix I is an example of a form to obtain
employees’ certifications that they have read GAO Notice 2735.2(A-
91), “Conflict of Interest and Statements of Employment and
Financial Interests,” and have no conflicts of interest.

Preconceived ideas and biases can cause, or appear to cause, a loss
of independence. GAO employees are not expected to be devoid of
personal opinions or views on public programs or the manner in
which they are being carried out. They are required, however, not io
let those opinions influence their judgment and not to express them
in a way that would cause others to believe that assignment-related
Judgments were influenced. If their views on subjects covered by a
review on which they are working, or for which they have significant
supervisory or management responsibilities, are so strong that
objectivity could be questioned, the possibility of a personal
impairment should be considered and resolved.

If a GAO employee has or has had management or operational
responsibility for an entity that he/she is reviewing, the possibility of
a personal impairment must be considered. All facts related to those
other responsibilities should be considered and resolved to ensure
that objectivity is not jeopardized.

Impairments may also exist when factors external to performing an
assignment affect staff’s ability to reach independent and objective
conclusions. Impairments could result from factors such as
externally imposed scope limitations, transaction selection, or timing
requirements.

Since GAO’s goal is to provide useful and credible analyses and
information to the Congress, it must plan, perform, and report the
results of its work independently and objectively. Thus, GAO must
have discretion in determining how and by whom the audit or
evaluation work is to be done, as well as in deciding what is to be
included in the report.

Requester needs that limit this discretion may be met by assigning
GAO staff to committees. (See ch. 3, “Supporting the Congress,” and
the Serving the Congress publication.)
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()rganizational Independence can be impaired when the organizational location of

Impairments an audit organization makes it susceptible to undue influence by
those being audited. GAO standards presume GAQO’s organizational
independence because of its location in the legislative branch.
However, if the issue area director suspects an organizational
impairment to objectivity on an audit/evaluation of a legislative
branch organization or function, he/she must consult the Assistant
Comptroller General for Policy.

- =
Due Professional

Care Due professional care should be used in conducting the audit and
in preparing related reports.

This standard states:

Due professional care requires sound judgment in
¢ determining those standards that apply to the assignment,
» following all applicable standards, and

¢ withdrawing from the assignment when applicable standards
cannot be followed. Ifit is not practical to withdraw from the
assignment, any instance in which an applicable standard was not
followed, the reasons for the departure, and any known effects on
the results of the audit/evaluation must be stated in the
communication product.

Due professional care also requires the following:

¢ GAOQ staff must obtain a mutual understanding with the requester
and the audited entity of assignment objectives and scope and
criteria to be used in evaluating performance. (See chs. 3,
“Supporting the Congress”; 9, “Findings, Conclusions,
Recommendations, Followup, and Accomplishment Reporting”; and
14, “Agency Relations.™)

¢ Sound judgment must be used in establishing assignment objectives
and scope and in selecting and using appropriate methodology.
Also, audit tests and procedures must be based on sufficient
understanding of the existing body of technical knowledge, with due
consideration of the degree of acceptable risk. (See chs. 6,
“Planning and Managing Individual Assignments”; 8, “Collecting
Evidence”; and 10, “Methodology.™)
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Quality Controls

Findings, conclusions, and recommendations must be based on an
objective evaluation of competent, relevant, and sufficient evidence.

Findings and recommendations from prior audits must be followed
up. The generally accepted government auditing standards (GAGAS)
of due professional care include followup on known findings and
recommendations from previous audits that could have an effect on
current audit objectives. They also state that auditors should have a
process for tracking the status of actions on significant or material
findings and recommendations from prior audits. (See ch. 9.)

When the work of others is relied on in an audit, the acceptability of
that work must be established or it must be attributed to others in
the report’s scope section. (See chs. 8 and 9.)

Sound judgment must be used in ensuring effective supervision and
supervisory review of work completed and judgments made in the
audit and in the report. (See ch. 13, “Supervision.™)

Sound judgment must be used in determining and meeting
reporting requirements and time frames. (See ch. 12,
“Communications Policy.”)

Staff must ensure that the performance of work and the basis for
findings, conclusions, and recommendations are accurately,
promptly, and fully documented in workpapers. (See ch. 11,
“Workpapers and Assignment Files.”)

Each member of the assignment team is responsible for ensuring
due professional care. The EIC/site supervisor is responsible—
through the effective exercise of supervisory responsibilities--for
ensuring that due professional care was, in fact, exercised
throughout the assignment.

The quality controls standard stales:

Audit organizations conducting government audits should have an
appropriate internal quality control system in place and
participate in an external quality control review program.

GAO’s internal quality controls over assignments include a control
system and a review process to ensure the adequacy and
effectiveness of the total quality control system.

The control system includes the following:
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Planning (long-range, annual, and assignment) is overseen by the
Office of Program Planning, with planning products reviewed and
approved by senior managers. (See chs. 5 and 6.)

All new starts, proposed products, and congressional requests are
reviewed by top management. (See ch. 5.)

Supervision is continuous and includes expectation setting; on-site
review of work; and staff evaluation, training, and development.
(See ch. 13.)

The progress and direction of assignments are evaluated at key
stages, such as decision papers when assignments are implemented,
one-third assessments, and message conferences at which
assignment messages are finalized. (See ch. 6, “Planning and
Managing Individual Assignments.”)

An independent, qualified professional references GAO products by
reviewing evidence; assessing support for findings, conclusions, and
recommendations; and surfacing all unresolved items to seniorline
managers for resolution. (See Communications Manual (CM),

ch. 12,13, “Ensuring Product Quality.”)

Agency comments on GAO’s findings, conclusions, and
recommendations are reviewed and reported. (See CM, ch. 12.11,
“Agency Comments.”)

All products are reviewed for consistent application of policy and
logic supportability within the division/regional office and are
“signed off” by all other affected divisions or offices, and selected
products are reviewed by the Assistant Comptroller General for
Planning and Reporting (ACG/P&R).

The review process includes

postproduct review of a sample of issued reports selected from all
divisions, a quality review administered by the ACG/P&R to provide
management with a continuing reading of how well GAO’s final
products are meeting quality standards, and

postassignment in-depth quality review of selected jobs by senior
managers, assigned annually, to determine and feed back
information on whether standards and policies were adhered to and
to recommend needed changes in compliance or in policies and
procedures.

GAQ'’s external quality control review program is being developed.
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|
Related Materials aﬁ)&e&f; .II cross-references GAGAS to GAO guidance on complying
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Appendix I:

Statement of
Nonconflict of Interest

Assignment Title and Code:

I certify that I have read the attached GAO Notice 2735.2(A-91), chapter 1, entitled “Conflict of Interest
and Statements of Employment and Financial Interests” and, to the best of my knowledge and belief, I

do not have a conflict or apparent conflict of interest, either financial or nonfinancial, in the matters to
be involved in the above assignment.

Staff Member Title Date
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|
Appendix II:
Cross-Reference

to GAGAS and

GAO Guidance

on Standards

GAGAS reference
Qualifications 31
Continuing 3-2
education
requirements
Staff 3-3
qualifications
Independence 34
Personal 3-6
impairments
External 3-7
impairments
Organizational 3-8
independence
Due Professional 3-10
Care

GAOQ reference

Chapter 6 - “Planning and Managing
Individual Assignments”

GAO Order 2410.2 - “Continuing
Professional Education (CPE)
Credits for Training and Other
Professional Activities”

Chapter 6 - “Planning and
Managing Individual Assignments”

GAO Notice 2735.1(A-91) - “Code of
Ethics Including Employee
Responsibilities and Conduct”

GAO Notice 2735.2(A-91) - “Conflict
of Interest and Statements of
Employment and Financial
Interests”

GAO/OGC-86-10 - Ethics and

Conduct

Chapter 3 - “Supporting
the Congress”

Chapter 3 - “Supporting
the Congress”
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Materiality and
significance

Relying on work
of others

Audit followup
Audit scope

impairments

Quality Controls

3-13

3-14

3-16

3-16

3-17

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 8 - “Collecting Evidence”

Chapter Y - “Findings, Conclusions,
Recommendations, Followup, and
Accomplishment Reporting”
Chapter 10 - “Methodology”

Chapter 11 - “Workpapers and
Assignment Files”

Chapter 13 - “Supervision”
Chapter 14 - “Agency Relations”

CM, chapter 12.12 - “Additional
Product Material”

Chapter 6 - “Planning and
Managing Individual Assignments”

Chapter 8 - “Collecting
Evidence”

Chapter 9.2 - “Procedures for
Recommendation Followup”

Chapter 3 - “Supporting
the Congress”

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 5 - “Program Planning”

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 11 - “Workpapers and
Assignment Files”
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Chapter 13 - “Supervision”

CM, chapter 12.11 - “Agency
Comments”

CM, chapter 12.13 - “Ensuring
Product Quality”
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Chapter 4.2

Fieldwork and Reporting Standards
for Performance Audits/Evaluations

Policy

GAO’s policy is to ensure that performance audits/evaluations are
conducted and their results are reported in accordance with
applicable standards and GAO’s requirements.

Fieldwork Standards
for Performance
Audits/Evaluations

Planning

Fieldwork standards cover planning, supervision, compliance with
legal and regulatory requirements, evidence, and internal controls.
Guidance on each of these standards is included below.

The planning standard states:

Work is to be adequately planned.
Adequate planning, first and foremost, means establishing precisely
stated objectives and then selecting a work scope and methodology
that will meet assignment objectives considering time constraints,
cost, and other pertinent factors. It requires that-when performed
with due professional care--assignment objectives will be met with
findings that are supported by relevant, competent, and sufficient
evidence. It also requires that assignment objectives be met
efficiently and economically.
Adequate planning involves careful consideration of
the location at which work is to be performed;

the availability of sufficiently recent data;

related work previously performed, currently ongoing, or planned by
GAO or by others;

staff knowledge and skills required to conduct the assignment;
criteria for assessing performance (where applicable);
applicable laws and regulations;

applicable internal controls;

materiality and/or significance and audit risk;

Page 4.2-1

Policies/Procedures Manual November 1992



Chapter 4.2
Fieldwork and Reporting Standards
for Performance Audits/Evaluations

Supervision

the evidence to be gathered;

the methodology to be used in gathering, testing, and analyzing
evidence; and

the communication product by which work results will be made
available to the requester or potential user on a timely basis.

To be adequate, planning must be done with appropriate
consideration of others who have done, are doing, or are planning
related work. Such work may be relied on to expedite attainment of
assignment objectives at lower cost if testing of the work shows it
meets GAO's standards. (Guidance on the use of evidence supplied
by others is included in ch. 8, “Collecting Evidence.”)

Effective coordination in planning also may help other government
organizations meet their objectives. However, care must be
exercised to avoid incurring significant additional costs in expanding
GAO work to meet others’ objectives.

A written audit/evaluation program (also known as the detailed
assignment plan) should be prepared. It should specifically show
the methodology to be used and the steps to be followed to ensure
that each assignment objective is met. The program should provide
an effective basis for assigning work and supervising performance
and should be modified, when necessary, as work progresses. When
modified during the assignment, the audit/evaluation program should
provide a summary record of the work performed.

Guidance on conforming to this standard is included in chapters 3,
“Supporting the Congress”; 6, “Planning and Managing Individual
Assignments”; 8; 9, “Findings, Conclusions, Recommendations,
Followup, and Accomplishment Reporting”; 10, “Methodology™; 13,
“Supervision”; and 14, “Agency Relations.”
The supervision standard stales:

Staff are to be properly supervised.
Proper supervision requires knowledge of who is supervising whom,
for what tasks and functions, and for what purposes. Supervisory
responsibilities primarily relate to

developing assignment plans;

assigning staff;
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Fieldwork and Reporting Standards
for Performance Audits/Evaluations

Compliance With Legal
and Regulatory
Requirements

setting expectations and providing guidance to staff;

ensuring that staff members understand the tasks assigned to them,
why those tasks need to be done, the methodology that should be
used, and what each task will accomplish in terms of assignment
objectives;

conducting on-site reviews of staff work to ensure that tasks were
performed and objectives were met in conformance with applicable
audit/evaluation standards;

providing training and development;
assessing the quality of work and its products; and
providing timely feedback and coaching to staff.

Proper supervision requires knowledge of the relative strengths and
weaknesses of individual staff members. While the scope and
intensity of review should be greater for junior staff members and
for all staff members in those areas most critical to fulfillment of
assignment objectives, proper supervision requires the review of
performance and work results of all staff members, including the
evaluator-in-charge (EIC)/assignment manager. Proper supervision
ensures that assignment results represent seasoned judgment and
due professional care.

Frank and open communication is critical to proper supervision. It
is a shared responsibility of the supervisor and each staff member.

Guidance to help conform to this standard is included in chapter 13.

This standard states:

An assessment is to be made of compliance with applicable
requirements of laws and regulations when necessary to satisfy
the audit objectives.

An assessment of compliance with laws and regulations is generally
required. Auditors should design the audit to provide reasonable
assurance of detecting abuse or illegal acts that could significantly
affect audit objectives. In all performance audits, auditors should
also be alert to situations or transactions that could be indicative of
abuse or illegal acts.

Where an assessment is required by assignment objectives, staff must
perform sufficient steps to detect major noncompliance without
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for Performance Audits/Evaluations

Evidence

spending an unreasonable amount of resources on those steps.
Erring in either direction has undesirable consequences; too much
audit effort would waste valuable resources needed elsewhere, while
not enough work risks not detecting material noncompliance.

Staff should perform the following importa.nt steps:
Clearly define the assignment’s objective(s).

Determine if assignment objectives require that tests of compliance
with laws and regulations be performed.

Identify laws and regulations that apply to the entity to be audited/
evaluated and that are relevant to assignment objectives.

Assess the risk that noncompliance with these laws and regulations
could significantly affect the program operations being audited/
evaluated.

Consider whether internal controls deter or help detect
noncompliance.

Design work steps to reasonably ensure the (1) entity’s compliance
with relevant laws and regulations and (2) detection of errors,
irregularities, abuse, or illegal acts that could significantly affect the
assignment objectives.

Exercise appropriate caution in investigating illegal acts so as not to
interfere with potential future investigations and/or legal
proceedings.

Promptly prepare an audit/evaluation report that includes all
significant or material instances of noncompliance.

Promptly report all illegal acts that could result in criminal
prosecution.

GAO’s guide entitled Assessing Compliance With Applicable Laws
and Regulations (GAO/OP-4.1.2) provides guidance on how to
comply with this standard.

The evidence standard states:
Sufficient, competent, and relevant evidence is to be obtained to

afford a reasonable basis for the auditors’ judgments and
conclusions regarding the organization, program, activity, or
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function under audit. A record of the auditors’ work is to be
retained in the form of working papers. Working papers may
include tapes, films, and disks.

Evidence must be the best and most reliable that is available by
effectively applying professional audit and evaluation methods. It
must be sufficient to lead a reasonable person to the same positions
as those taken by GAO. Evidence that is excessive to this objective,
does not have a material relationship to a finding, or does not
contribute to accomplishing assignment objectives should be
avoided because it unnecessarily increases an assignment’s cost.

Guidance on the various types of audit/evaluation evidence; the
presumptions useful in evaluating evidence; and the tests of
sufficiency, relevance, and competence that evidence must meet are
included in chapter 8.

Computer-processed data are frequently an important or integral
part of the evidence in audits/evaluations and the data’s reliability is
crucial to assignment objectives. Staff should not assume that
computer-based data are reliable. The EIC must ensure that the
data’s relevancy and reliability are established.

This requires data testing, the extent of which depends on reliability
risk (the risk of using unreliable data) and an assessment of internal
controls in the system that produced the data.

Reliability risk depends on the planned use of the computer-
processed data in terms of assignment objectives and available
knowledge or experience with the system. When the system'’s
adequacy is assessed and compared with the reliability risk, the
extent of required data testing can be determined.

GAO's guide entitled Assessing the Reliability of Computer-
Processed Data (GAO/OP-8.1.3) provides guidance on how to comply

with this standard.

Workpapers are the link between fieldwork and the communication
product. They document, in a complete and understandable way,
what was done to meet assignment objectives; the evidence that
supports findings, conclusions, and recommendations; and who
prepared and reviewed them. Guidance for workpaper preparation
and review is included in chapter 11, “Workpapers and Assignment
Files.”
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Internal Controls

The internal controls standard states:

An assessment should be made of applicable internal controls
when necessary to satisfy audit objectives.

While most assignments require an assessment of internal controls,
the need for and the focus of the assessment varies with assignment
objectives.

An assessment of internal controls is required when an assignment
objective is to determine the adequacy of internal controls. For
these assignments, the applicable controls are specifically defined by
assignment objectives.

An internal controls assessment is a natural adjunct when an
assignment objective is to assess the adequacy of program or
management processes. The applicable controls are those that are
integral to the process(es) covered by assignment objectives.
Understanding the control structure can be useful in determining the
steps required to assess the adequacy of the management
process(es).

Identifying and developing the causes of problems and deficiencies
may be necessary to ensure constructive recommendations. For
these assignments, the applicable controls are determined by the
nature of the deficiency and what is necessary to correct it.

The important steps follow:

Clearly define assignment objectives and identify the internal
controls that relate to those objectives.

Determine the extensiveness of testing required to meet assignment
objectives with appropriate reliance on internal controls. The
extent to which internal controls can be relied on to reduce testing
depends on the relationship between

e exposure to risk if the internal controls are weak or nonexistent
and

o the effectiveness of those internal controls that relate to
assignment objectives.

GAO’s guide entitled Assessing Internal Controls in Performance
Audits (GAO/OP-4.1.4) provides guidance on complying with this
standard.
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|
Reporting Standards
for Performance
Audits/Evaluations

Form

Timeliness

Contents

Reporting standards cover form, timeliness, contents, presentation,
and distribution. Guidance on each of these standards is included
below.

The form standard states:

Written audit reports are to be prepared communicating the
results of each government audit.

Guidance on and requirements for preparing communication
products used by GAO are included in chapter 12, “Communications
Policy,” and the Communications Manual (CM). These requirements
are directed to

promoting understanding of work that was done and its results;
fostering acceptance and implementation of recommendations; and
making work available to the public, as appropriate.

When an assignment is terminated before completion, GAO staff
should communicate that termination to the auditee and generally to
the requester in writing. Staff should include in the workpapers a
written summary describing work done, resuits, and an explanation
of why the assignment was terminated.

The timeliness standard states:

Reports are to be issued promptly so as to make the information
available for timely use by management and legislative officials
and by other interested parties.

The results of GAO'’s work must be communicated in time to meet
users’ needs. In addition to final products, periodic and less formal
communication of the status of work is important and is encouraged.
Chapter 12 and CM, particularly chapter 12.1, “Basic
Communications Policy,” provide guidance for complying with this
standard.

The contents standards are listed below, along with the chapter of
the CM or other reference, that is most relevant to ensuring
conformance with each standard.
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Fieldwork and Reporting Standards
for Performance Audits/Evaluations

Objectives, Scope, and
Methodology

Findings and
Conclusions

Recommendations

The objectives, scope, and methodology standard states:

The report should include a statement of the audit objectives and
a description of the audit scope and methodology.

Every report must contain some brief introductory material that
provides important information on the agency, the program, the
activity, or the function discussed. More importantly, the
introductory material states the objectives for the review and
explains the scope and methodology used to meet the objective. The
information is needed to understand the assignment’s purpose, to
judge the merits of work done and what is reported, and to
understand any significant limitations. (See CM, ch. 12.8,
“Introductory Material: Background and Objectives, Scope, and
Methodology.”)

The findings and conclusions standard stales:

The report should include a full discussion of the audit findings
and, where applicable, the auditor’s conclusions.

Each GAO product should ensure that the findings and conclusions
are wholly consistent with the evidence on which they are based and
are responsive to the assignment’s objectives. The findings,
including the supporting evidence, and any conclusions should be
presented in a manner that achieves the assignment’s objectives and
complies with the basic characteristics required of GAO products.
(See CM, ch. 12.9, “Findings and Conclusions.”)

Findings and conclusions should provide a sound basis for any
recommendations that will be included.

The recommendations standard states:

The report should include the cause of problem areas noted in the
audit and recommendations for actions to correct the problem
areas and to improve operations when called for by the audit
objectives.

A fundamental objective of GAO’s work is to help the Congress and
agencies bring about improvements in government programs and
operations. To this end, GAO makes recommendations to
decisionmakers to bring about the desired actions. Then GAO
follows up to ascertain whether the recommendations have been
satisfactorily implemented. It annually reports open
recommendations to the Appropriations Committees for their use in

Page 4.2-8

Policies/Procedures Manual November 1992



Chapter 4.2
Fieldwork and Reporting Standards
for Performance Audits/Evaluations

Auditing Standards
Statement

Internal Controls

oversight or in the deliberative process. (See CM, chs. 12.9 and
12.10, “Recommendations.”™)

Recommendations should be:

Action-oriented. They should be directed to those who have
responsibility and authority to act. They should be hard-hitting, as
specific as the subject matter permits, convincing, significant, and
positive in tone and content.

Effective. They should deal with underlying causes. They should
be feasible and cost-effective. They should be based on
consideration of various alternative corrective actions that could be
taken.

The auditing standards statement states:

The report should include a statement that the audit was made in
accordance with generally accepted government auditing
standards (GAGAS) and disclose, when applicable, standards that
were not followed.

Since GAO does not undertake assignments if applicable standards
cannot be met, GAO’s communications products will include a
statement of conformance.

If, in rare cases, an applicable standard was not followed, the
communication product must include a statement disclosing which
standard(s) was not followed, the reasons for the departure, and any
known effects on the audit/evaluation results.

When a nonconformity statement may be necessary, the position
must be discussed in advance with and approved by the division
Assistant Comptroller General in consultation with the Assistant
Comptroller General for Planning and Reporting. (See CM, ch.
12.8.)

The internal conirols standard states:

The report should identify the significant internal controls that
were assessed, the scope of the auditor’s assessment work, and
any significant weaknesses found during the audit.

If GAO’s assessment shows that the internal controls are effective,
the report should describe the controls that were tested, state that
the controls were logically designed and consistently followed, and
describe the tests that were performed in reliance on the controls.
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Compliance With
Laws and Regulations

If assessment shows that internal controls cannot be relied on, the
report should describe the controls that were tested, state that the
controls were not properly designed and/or implemented, and
describe the alternate steps and additional tests done to ensure that
the transactions were properly handled and recorded.

Significant internal control weaknesses identified in GAO’s work
typically are presented as causes of problems or deficiencies and
should be accompanied by recommendations for corrective action.
If significant control weaknesses are identified, the product also
should disclose whether they were included in the agency’s
reporting under the Federal Managers’ Financial Integrity Act
(FMFIA). If the weakness is significant and has not been reported
under FMFIA, GAO should recommend that it be reported. (See

Assessing Internal Controls in Performance Audits, GAO/OP-4.1.4.)

The compliance with laws and regulations standard states:

The report should include all significant instances of
noncompliance and abuse and all indications or instances of
illegal acts that could result in criminal prosecution that were
found during or in connection with the audit.

GAO products should contain sufficient information to place the
noncompliance in proper perspective. For example, if GAO finds
that a single contract was awarded contrary to laws or regulations,
the product should disclose the total number and the dollar values of
contracts examined, as well as the dollar value of the improperly
awarded contract.

If inclusion in the overall product of instances involving possible
criminal prosecution would delay or compromise investigative or
legal proceedings or otherwise preclude the product from being
released to the public, such instances should be covered in a
separate report to officials of the audited agency, law enforcement
agencies, or the requester, as appropriate. The Office of the General
Counsel should be consulted in determining how possible criminal
prosecution should be reported.

Other instances of noncompliance not included in the overall
product because of insignificance should be separately
communicated to agency management, the Inspector General (IG),
internal auditors, or the requester, as appropriate. The overall
product should state that the noncompliance is being separately
reported.
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Views of Responsible
Officials

Noteworthy
Accomplishments

Issues Needing
Further Study

Privileged and
Confidential Information

Further guidance on reporting noncompliance with laws and
regulations is contained in GAO’s guide entitled Assessing

Compliance With Applicable Laws and Regulations (GAO/OP-4.1.2).

The views of responsible officials standard states:

The report should include the pertinent views of responsible
officials of the organization, program, activity, or function audited
concerning the auditors’ findings, conclusions, recommendations,
and what corrective action is planned.

Agencies and other adversely affected parties should be given the
opportunity to provide comments on issues to be addressed in GAO
reports. Written comments are preferred on draft reports and are
required when the issues are particularly sensitive or controversial.
(See CM, ch. 12.11, “Agency Comments.”)

This standard states:

The report should include a description of any significant
accomplishments, particularly when management improvements
in one area may be applicable elsewhere.

Inclusion of favorable findings helps to convince agencies of the

fairness and integrity of GAO’s work and of the need to act on its
recommmendations. It also provides information on management

improvements that may apply elsewhere.

This standard states:

The report should include a listing of any significant issues
needing further study and consideration.

When GAO’s work points up issues beyond the scope of the present
assignment, which need further study, staff should either refer the
matter to the agency’s IG or consider further work as part of the
program planning process.

The privileged and confidential information standard states:

The report should include a statement about any pertinent
information that was omitted because it is deemed privileged or
confidential. The nature of such information should be described
and the basis under which it was withheld should be stated.

GAQO prefers issuing products in an unclassified/unrestricted form so
that they may have the widest possible distribution. When product
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Presentation

addressees need the classified or restricted information, GAO’s
second option is to issue an unclassified/unrestricted product for
general distribution and to separately transmit the classified or
restricted information to those that have the appropriate clearances.

CM, chapter 12.15, “Special Consideration and Handling of
Classified, Restricted, and Sensitive Information in GAO Products,”
also includes guidance on handling sensitive information dealing
with the following subjects:

Referrals to the Department of Justice.
Issues in litigation.

Agency decisions in process.
Identifying organizations and people.
The presentation standard stales:

The report should be complete, accurate, objective, convincing,
and be as clear and concise as the subject matter permits.

GAO products should:

Contain enough information to promote an adequate understanding
of the matters reported and to provide convincing but fair
presentations in proper perspective.

Present the results of GAO'’s work in an unbiased manner and
include enough information to be persuasive.

Be error free to assure users and readers of product reliability. All
factual data must be verified.

Be clear and not assume that the reader has detailed technical
knowledge of the subject. Where technical terms, acronyms, or
unfamiliar abbreviations must be used, they should be clearly
defined.

Be no longer than necessary to communicate the message. GAQ’s
audiences are composed largely of busy people who should not be
burdened with unessential details.

Persuade readers of the importance of the findings and the
reasonableness of any conclusions and recommendations.
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Distribution

CM, chapter 12.1, includes guidance for complying with this
standard.

The distribution standard states:

Written audit reports are to be submitted by the audit organization
to the appropriate officials of the organizations audited and to the
appropriate officials of the organizations requiring or arranging for
the audits, including external funding organizations, unless legal
restrictions, ethical considerations, or other arrangements prevent
it. Copies of the reports should also be sent to other officials who
may be responsible for taking action on audit findings and
recommendations and to others authorized to receive such
reports. Unless restricted by law or regulation, copies should be
made available for public inspection.

GAO reports to committee or subcommittee Chairs or Members of
the Congress on work done at their request. Reports are sent to the
Congress when the substance or significance warrants it, when it is
legislatively required, or when the areas covered are of
congressional interest.

The distribution of reports on GAO-initiated assignments is
determined by considering the results of the work performed and the
need, requirement, or desirability of communicating the information
to the Congress, committees, Members, and/or agency officials.

Once issued, all GAO’s unclassified communication products are
available to the public. Such availability may be delayed up to 30
days, however, when the requester asks that this be done.

Guidance to assist in complying with this standard is included in
chapter 3 and in the CM, chapters 12.1 and 12.14, “Processing and
Distributing GAO Products.”

Related Materials

Appendix I cross-references GAGAS standards to GAO guidance on
complying with them.
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Appendix I
Cross-Reference

to GAGAS and GAO
Guidance on
Standards

Fieldwork Standards GAGAS reference

Planning 6-1

Considerations in 6-1
planning

Audit objectives, 6-3
scope, and
methodology

Personnel 6-6

Audit Program 6-6

Supervision 6-8

Legal and 6-9
Regulatory
Requirements

GAO reference

Chapter 5 - “Program Planning”

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 3 - “Supporting the
Congress”

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 9 - “Findings, Conclusions,
Recommendations, Followup, and
Accomplishment Reporting”
Chapter 10 - “Methodology”
Chapter 14 - “Agency Relations”

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 13 - “Supervision”

Chapter 6 - “Planning and Managing
Individual Assignments”

Chapter 13 - “Supervision”

GAO/OP-4.1.2 - Assessing

Compliance With Applicable
Laws and Regulations
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Internal Controls

Evidence
Types of evidence
Tests of evidence
Reliability of
evidence from
computer-based

systems

Working papers

Reporting Standards

Form

6-13

6-16

6-16

6-17

6-18

6-21

GAO/OP-4.14 - Assessing Internal
Controls in Performance Audits

GAO/OP-8.1.3 - Assessing the

Reliability of Computer-Processed
Data

Guide for Incorporating Internal
Control Evaluations Into GAO

Work, FIA Steering Committee
(Mar. 1987)

Standards for Internal Controls in
the Federal Government, GAQ

Office of Management and Budget
Circular A-123, Revised - Internal
Control Systems

FMFIA of 1982 (Public Law 97-255)

t

Chapter 8 - “Collecting Evidence’

£

Chapter 8 - “Collecting Evidence
Chapter 8 - “Collecting Evidence”
GAO/OP-8.1.3 - Assessing

the Reliability of Computer-
Processed Data

Chapter 11 - “Workpapers and
Assignment Files”

CM, chapter 12.3 - “Audit and
Evaluation Products”

CM, chapter 12.4 - “Physical
Makeup of GAO Products”

Chapter 3 - “Supporting the
Congress”
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Timeliness

Report Contents

Objectives, scope,
and methodology

Audit findings
and conclusions

Cause and
recommendations

Statement on
auditing
standards

Internal controls

Compliance with
laws and
regulations

Views of
responsible
officials

Noteworthy
accomplishments

7-2 Chapter 3 - “Supporting the
Congress”

CM, chapter 12.1 - “Basic
Communications Policy”

CM, chapter 12.2 - “Early External

Communications”

7-2 Chapter 12 - “Communications
Policy”

7-2 CM, chapter 12.8 - “Introductory

Material: Background and
Objectives, Scope, and
Methodology”

7-4 CM, chapter 12.9 - “Findings
and Conclusions”

7-5 CM, chapter 12.9 - “Findings
and Conclusions”

CM, chapter 12.10 -
“Recommendations”

7-6 CM, chapter 12.8 - “Introductory
Material: Background and
Objectives, Scope, and
Methodology”

7-6 GAO/OP-4.1.4 - Assessing Internal
Controls in Performance Audits

7-7 GAO/OP-4.1.2 - Assessing

Compliance With Applicable
Laws and Regulations

7-10 CM, chapter 12.11 - “Agency
Comments”

Chapter 14 - “Agency Relations”
7-11 Chapter 9 - “Findings, Conclusions,

Recommendations, Followup, and
Accomplishing Reporting”
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Issues needing 7-11 Chapter 5 - “Program
further study Planning”

Privileged and 7-11 CM, chapter 12.15 -
confidential “Special Consideration
information and Handling of Classified,

Restricted, and Sensitive
Information in GAO Products”

Report Presentation 7-12 CM, chapter 12.1 - “Basic

Communications Policy”
Report 7-15 CM, chapter 12.1 - “Basic
Distribution Communications Policy”

CM, chapter 12.14 - “Processing and
Distributing GAO Products”

Chapter 3 - “Supporting the
Congress”
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Chapter 4.3

Fieldwork and Reporting
Standards for Financial Audits

Policy

GAO's policy is to ensure that AICPA (American Institute of Certified
Public Accountants) standards, GAGAS (generally accepted
government auditing standards) supplemental standards, and GAO’s
requirements are followed in performing and in reporting the results
of financial audits.

Fieldwork Standards
for Financial Audits

Planning

Audit Requirements

Legal and Regulatory
Requirements

AICPA fieldwork standards apply to GAO’s financial audits. (See

Codification of Statements on Auditing Standards published by
AICPA)

The standards included below are supplemental to those of AICPA.

Planning standards encompass both audit requirements and legal
and regulatory requirements.

The audit requirements supplemental standard states:

Planning should include consideration of the audit requirements
of all levels of government.

Auditors performing financial audits should be knowledgeable of
requirements of the Single Audit Act of 1984, the Office of
Management and Budget Compliance Supplement, and AICPA’s
guide entitled Audits of State and Local Government Units. When
required by audit objectives, assignment planning should consider
the audit requirements of all levels of government.

This supplemental standard states:

A test should be made of compliance with applicable laws and
regulations.

To comply with this standard, auditors/evaluators should do the
following:

Identify laws and regulations that, if not observed, have a direct and
material effect on financial statements and on the results of financial-
related audits.

Assess, for each material requirement, the risks that material
noncompliance could occur. This assessment includes
consideration of internal controls to ensure compliance with laws
and regulations.
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Standards for Financial Audits

Evidence—Working
Papers

Internal Controls

On the basis of that assessment, test compliance with laws and
regulations to provide reasonable assurance of detecting both
intentional and unintentional instances of noncompliance that could
have a material effect on financial statements or the results of a
financial-related audit.

On the basis of the above requirements, the “Yellow Book” standards
require auditors/evaluators to design and implement steps to provide
reasonable assurance of detecting errors, irregularities, and illegal
acts that could have a direct and material effect on financial
statements or on the results of a financial-related audit. Auditors/
evaluators also should be aware of the possibility of illegal acts that
could have an indirect and material effect.

In pursuing indications of illegal acts, auditors should do the
following:

Use due professional care not to interfere with potential future
investigations. They should consult with division management and
the Office of the General Counsel (OGC) before proceeding.

Promptly consult with division management and OGC on the need to
report any indicated illegal acts to law enforcement or investigative
authorities.

GAO’s guide entitled Assessing Compliance With Applicable Laws
and Regulations (GAO/OP-4.1.2) provides help in complying with this
standard.

The evidence standard states:

A record of the auditors’ work be retained in the form of working
papers.

Workpapers are the link between fieldwork and the report. They are
the record of work done and of the basis for opinions expressed in
the report. Guidance on workpaper preparation and review is
included in chapter 11, “Workpapers and Assignment Files.”

The internal controls standard states:
A sufficient understanding of the internal control structure is to be
obtained to plan the audit and to determine the nature, timing, and

extent of tests to be performed.

For financial audits, the auditor is concerned with policies and
procedures that pertain to the entity’s ability to record, process,
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Fieldwork and Reporting
Standards for Financial Audits

Reporting Standards
for Financial Audits

Statement on
Auditing Standards

Report on Compliance

summarize, and report financial data and to ensure compliance with
laws and regulations. The data must be consistent with the
assertions embodied in the financial statements and financial-related
items. Other policies and procedures may be relevant if they pertain
to data used in applying auditing procedures. This may include, for
example, policies and procedures that pertain to nonfinancial data
used in analytical procedures.

At a minimum, the guidance contained in AICPA’s standard entitled
“Consideration of the Internal Control Structure in a Financial
Statement Audit” (Statement on Auditing Standards No. 55) should
be followed in meeting this standard.

AICPA reporting standards apply to GAQ’s financial audits. (See

Codification of Statements on Auditing Standards published by
AICPA)

The standards included below are supplemental to those of AICPA.
Communications Manual (CM), chapter 12.19, “Financial Statement
Audit Reports,” gives guidance on complying with them.

This supplemental reporting standard states:

A statement should be included in the auditor’s report that the audit
was made in accordance with GAGAS.

When applicable standards were not followed, the statement should
disclose the required standard that was not followed, the reasons for
the departure, and the known effect on the audit results.

This supplemental standard states:

The auditors should prepare a written report on their tests of
compliance with applicable laws and regulations. This report,
which may be included either in the report on the financial audit
or a separate report, should contain a statement of positive
assurance on those items which were tested for compliance and
negative assurance on those items not tested. It should include all
material instances of noncompliance and all instances or
indications of illegal acts that could result in criminal prosecution.

Instances of noncompliance that are not material separately but that
cumulatively could have a material effect on financial statements or
on the results of a financial-related audit should be reported.
Instances that are not material separately or cumulatively could be
reported in a separate communication.
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Fieldwork and Reporting
Standards for Financial Audits

Report on
Internal Controls

Report on
Financial-Related
Audits

Acts that are criminally prosecutable should be promptly reported in
writing. A separate report should be used if doing otherwise could
compromise investigative or legal proceedings.

OGC must be consulted for appropriate reporting and before other
actions are taken.

GAO’s guide entitled Assessing Compliance With Applicable Laws
and Regulations (GAO/OP-4.1.2) provides procedures for complying
with this standard.

This supplemental standard states:

The auditors should prepare a written report on their
understanding of the entity’s internal control structure and the
assessment of control risk made as part of a financial statement
audit or a financial-related audit. This report may be included in
either the auditor’s report on the financial audit or a separate
report. The auditor’s report should include, as a minimum, (1) the
scope of the auditor’s work in obtaining an understanding of the
internal control structure and in assessing the control risk; (2) the
entity’s significant internal controls or control structure including
the controls established to ensure compliance with laws and
regulations that have a material impact on the financial statements
and results of the financial-related audit; and (3) reportable
conditions, including the identification of material weaknesses,
identified as a result of the auditor’s work in understanding and
assessing the control risk.

GAO’s report on internal controls usually will be bound as a part of
its overall report but may be issued as a separate report for
publication in the entity’s annual report.

CM, chapter 12.19, and AICPA’s statements on auditing standards,
and interpretations of them, give guidance on reporting conditions
related to an entity’s internal control structure. (See Statement on
Auditing Standards No. 63.)

This supplemental standard states:

Written audit reports are to be prepared giving the results of each
financial-related audit.

If relevant to the audit objectives, AICPA reporting standards apply
to financial-related audits. Otherwise, reporting standards for

performance audits/evaluations should be followed. (See CM, ch.
12.19)
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Privileged/Confidential
Information

Report Distribution

This supplemental standard states:

If certain information is prohibited from general disclosure, the
report should state the nature of the information omitted and the
requirement that makes the omission necessary.

The requirements of CM, chapter 12.15, “Special Consideration and
Handling of Classified, Restricted, and Sensitive Information in GAO
Products,” as discussed under the reporting standards for
performance audits/evaluations, also apply to financial audits. In
addition, CM, chapter 12.19, applies and should be reviewed.

This supplemental standard states:

Written audit reports are to be submitted by the audit organization
to the appropriate officials of the organization and to the
appropriate officials of the organizations requiring or arranging for
the audits, including external funding organizations, unless legal
restrictions, ethical considerations, or other arrangements prevent
it. Copies of the reports should also be sent to other officials who
have legal oversight authority or who may be responsible for
taking action and to others authorized to receive such reports.
Unless restricted by law or regulation, copies should be made
available for public inspection.

The policies and procedures for distributing reports on performance
audits/evaluations apply to financial audits. (See CM, chs. 12.1,
“Basic Communications Policy,” and 12.14, “Processing and
Distributing GAO Products.”)

Related Materials

Appendix I cross-references GAGAS standards to GAO guidance on
complying with them.
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Appendix I
Cross-Reference
to GAGAS and
GAO Guidance
on Standards
AICPA fieldwork standards are applicable and should be followed;
the standards included here supplement those of AICPA.
Fieldwork Standards GAGAS reference GAO reference
Planning
Audit requirements 4-1 None
of all government
levels
Legal and 4-2 GAOQ/OP-4.1.2 - Assessing
Regulatory Compliance With Applicable
Requirements Laws and Regulations
Evidence 4-6 Chapter 11 - “Workpapers and
Assignment Files”
Internal controls 4-7 'AICPA standard - Consideration of
the Internal Control Structure in a
Financial Statement Audit
Reporting Standards
Statement on 5-1 CM, chapter 12.8 - “Introductory
Auditing Standards Material: Background and
Objectives, Scope, and
Methodology”
Report on 5-2 GAO/OP-4.1.2 - Assessing
Compliance Compliance With Applicable Laws

and Regulations

CM, chapter 12.19 - “Financial
Statement Audit Reports”
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Fieldwork and Reporting
I Standards for Financial Audits
Report on Internal 56 AICPA standard - Compliance
Controls Auditing Applicable to
Government Entities and Other
Recipients of Governmental
Financial Assistance
CM, chapter 12.19 - “Financial
Statement Audit Reports”
Reporting on 5-10 Chapter 12 - “Communications
Financial-Related Policy”
Audits
Privileged and 5-10 CM, chapter 12.15 - “Special
Confidential Consideration and Handling of
Information Classified, Restricted, and
Sensitive Information in GAO
Products”
Report Distribution 5-11 CM, chapter 12.14 - “Processing and
. Distributing GAO Products”
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Chapter 5.0

Program Planning--
Policy Summary

GAO’s policy is to use a program planning system to assure that, to
the maximum extent possible, its limited resources are directed to
the most important national issues to which it can make a significant
contribution and that it gives the Congress timely products that are
responsive to its needs.

Policy

GAO also uses its program planning system to support GAO’s budget
requests and resource allocation decisions. GAO managers and staff
are expected to implement approved plans.

Policy Highlights

In accomplishing program planning objectives, GAO

¢ identifies the most important national issues to which it can make a
significant contribution and develops plans to address them;

H
[ J

establishes multiyear audit/evaluation objectives consistent in
# substance and timing with the needs of congressional customers;

develops strategies to accomplish broad objectives through
interrelated assignments within and across divisions;

¢ communicates results expected from planned work and provides an
effective basis to measure progress, assure accountability, and
evaluate results; and

fosters the development and application of its expertise and
interaction with outside experts and officials.

|
GAO’s planning system is built around issue areas and issues. An
ISSUE-;FOCUSGd issue area is a topic of national importance to which GAO can make
Plannlng a contribution through the use of its resources. Issues are major
accountability units within an issue area and are established by
identifying and responding to issues, generally stated as questions,

# that most need answering. Individual assignments are the major

# vehicles by which issues are developed and issue area objectives are
# met.

Components Within the issue area approach, GAO’s planning system has the

following major components:
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¢ Issue area plans (see ch. 5.1, “Program Planning-Issue Area Plans
and Updates™).

¢ Issue area plan updates (see ch. 5.1).

* Annual work plans (see ch. 5.2, “Program Planning—-Resource
Requirements and Annual Work Plans™).

¢ Divisionwide memorandum on issue area resource requirements
(see ch. 5.2).

¢ QOversight by GAO top management.

Planning software is available to facilitate completing paperwork
requirements and to provide the basis for GAO’s integrated planning
data base. An overview of the focus and contents of the planning
documents is shown in figure 5.0A.

H: 3k
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Program Planning--Policy Summary

F

relation to prior plan
objectives.

¢ Establish issue area
significance and GAO’s
contribution.

* Select significant issues.

date.

¢ Identify significant
factors requiring plan
changes.

* Modify approach/
strategy.

gure 5.0A: Overview of Issue Area Planning Documents
Divisionwide
Memo on Resource
Issue Area Plan Issue Area Update Requirements Annual Work Plan
2 to 3 Years 1 Year 1 Year 1 Year
Assignment Planning
Broad Areas of Divisionwide Consistent with Issue
Concentration and Progress and Changes Perspective on Issue Area Objectives and
Basic Approaches Required Area Requirements Anticipated Results
¢ Identify achievements ¢ Determine progress and ¢ Recommend staff e [dentify individual
during prior period in contribution of work to allocations to issue areas assignments to meet

for new fiscal year based
on division’s current year
level.

e Identify other resources
needed to carry out
planned issue area work,
including additional
staff.

issue objectives within
available resources.

¢ Allocate staff among
issues and assignments.

» Alert field offices to
planned work.

¢ Define strategies for © Realign resource » Establish the basis for
achieving objectives in estimates. developing assignment
each issue, including key authorization forms.

# jobs, and anticipated

# results.

+ Estimate required
Iesources.
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Development GAO’s planning system uses a wide range of inputs to assure that its
Considerations outputs are characterized by a GAO-wide perspective and a high
order of expertise.

The issue area director, assistant directors, and division management
are responsible for developing issue area plans/updates and the
annual work plans, with active participation from the regions. In

# developing plans, input should be sought from a variety of sources
# including the Minority and Majority in the Congress; other GAO
# divisions and offices having related responsibilities; and, as

appropriate, outside experts. Planned work to be performed by
other divisions must be coordinated with them.

Overall, the focal point is the issue area director, but plan
development and oversight is participative as illustrated by figure
5.0B.

Figure 5.0B: Issue Area Planning Relationships

Inputs
Regional Offices Congressional Committees Comptroller General Qutside Experts
Techmcat and Other Divisions * Appropriations Program Planning Committee Inspectors General
Financial Integrity Act and : S:g::r;zhz:tlon Office of Program Planning Agencies
ge:e:: Management Review Office of the Chief Economist
rou
dget Committee
input From Prior Year's Work Budg
Office ot General Counsel
Qutputs Issue Area Director/

Division Management

Issue Area Plans/Updates
issues

Annual Work Plans
Assignments
Results
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|
Monitoring
Implementation

and Progress

PPC

3 3 ok ok 3 W H

T
ey
(04]
Q2

#

Monitoring implementation and progress of issue area and annual
work plans helps to ensure that (1) programmed work is that which
most needs to be done, (2) approved objectives are being
expeditiously achieved, and (3) timely modifications are made where
change is needed. Monitoring should be continuous, and the issue
area director and division management are primarily responsible
Jor carrying it out.

While the primary oversight responsibility is with the issue area
director and division management, GAO’s Program Planning
Committee (PPC), GAO’s Job Starts Group (JSG), and the Office of
Program Planning (OPP) also have oversight responsibilities.

The PPC (1) conducts sessions to discuss new issue area plans and
provides input and guidance for planned issues and objectives, (2)
reviews and approves issue area plans, and (3) allocates resources to
carry out the objectives of approved plans. Members of the PPC
include the Comptroller General; the Special Assistant to the
Comptroller General; the Assistant Comptroller General for Planning
and Reporting (ACG/P&R); the Assistant Comptroller General for
Operations (ACG/Ops); the Assistant Comptroller General; the
Assistant Comptroller General for Policy (ACG/Policy); the General
Counsel; the Chief Economist; the Director, Office of Congressional
Relations (OCR); and the Director, OPP.

Office-wide oversight is provided by JSG composed of the
Comptroller General; the Special Assistant to the Comptroller
General; the ACG/P&R; the ACG/Ops; the Assistant Comptroller
General; the ACG/Policy; the General Counsel; the Chief Economist;
the Director, OCR; and the Director, OPP.

This group conducts a weekly review of incoming congressional
requests, all new assignments, and those moving from job design into
the data collection/analysis or product preparation phases. This
review keeps top management informed of the work GAQO is
undertaking and allows jobs to be reviewed and coordinated from a
GAO-wide perspective.

JSG’s review considers

GAO's proper role in the assignment area,

consistency with issue area and annual work plans,

significance of the work,

compliance with the Comptroller General’s work priorities,
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Biweekly Reports
Review

Small Group
Meetings

OPP

potential impact in relation to cost,

job sensitivity,

adequacy of internal and external coordination,
assignment scope and methodology,

resource application,

timeliness of work, and

staff expertise.

On the basis of its review, JSG may ask the division Assistant
Comptroller General to respond to questions or comments at the
biweekly Reports Review meeting or it may request a more lengthy
discussion at a Small Group meeting.

Small Group meetings are often held to discuss jobs of particular
complexity, interest, or sensitivity. Although they are most often
requested by the JSG, they may also be held at the request of division
management to discuss a job’s progress or other matters warranting
top management attention.

OPP prepares the guidance for issue area plans, updates, and annual
work plans. It oversees the operation and implementation of the
planning system and analyzes planning documents as staff support to
the Comptroller General, PPC, and JSG. OPP helps facilitate the Job
Starts process and Small Group Meetings, providing analytical
support and statistical analysis of issue area and assignment
performance.

|
Use of Planning
Results

Issue area plans and updates, PPC sessions, divisionwide
recommendations, and overall monitoring of issue area progress
provide the basis for PPC decisions on how staff resources can most

- effectively be used. (See app. I for an overview of the timing of the

key planning documents and processes as they relate to resource
allocation decisions and to implementation of specific assignments
in annual work plans.)

Planning documents and other outputs are designed primarily for
internal use. However, issue area directors are encouraged to share
them with appropriate external parties. Release outside GAO must
be approved by OPP.
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|
Key Responsibilities

Issue area directors are responsible for all aspects of issue area
management. This responsibility includes (1) preparing issue area
plans, issue area updates, and annual work plans and coordinating
planned work with other GAO divisions, Inspectors General, and
other affected parties; (2) implementing the plans and monitoring
progress; (3) working closely with both majority and minority
members of key congressional committees, outside experts, and
sister organizations; (4) distributing planning documents to all staff
who will implement and should be aware of the plan; and (5) serving
as GAO’s focal point for the issue area.

Assistant Comptrollers General review and oversee the issue area
planning process for their divisions’ respective issue areas. They (1)
review and approve issue area plans, issue area updates, and annual
work plans; (2) review and approve assignment authorizations to
ensure that assignments, to the extent possible, are consistent with
approved plans; and (3) recommend issue area resource needs and
requirements for PPC consideration.

Issue area management teams, which consist of key headquarters
and regional office managers and staff working in or providing
support to an issue area, (1) participate in issue area planning
conferences and efforts, (2) identify and program assignments that
support issue area objectives, and (3) provide support to carry out
planning and assignment efforts.

PPC and JSG provide direction and oversight for GAO’s program
planning. OPP designs, implements, and administers GAO’s planning
system.
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|
Appendix L.

Overview of Timing
of Key Planning
Documents and
Processes

November

December

February
March

April
May

June

July

August

Issue area directors begin self-assessment of group’s progress. OPP
provides selected performance data to each issue area director.

ACG/P&R publishes specific planning guidance for fiscal year 19xx
plans. Issue area directors make sure all members of their

management and planning teams receive copies.

Issue areas begin preparing plans or updates using software
provided by OPP.

OPP provides checkKlist for divisional review of issue area plans and
issue area updates.

Issue areas submit earliest plans (hard copy and disk) to OPP.
PPC sessions begin.

Issue areas begin to submit updates (hard copy and disk) on
staggered schedule.

Issue areas submit last updates to OPP.

Issue areas begin to prepare annual work plans using software
provided by OPP.

Divisions submit memorandums requesting resources to OPP/PPC no
later than the third week.

Planning and reporting directors send congressional backlog data to
OPP.

PPC meets to decide fiscal year 19xx issue area staff budgets and
review issue area progress against plans.

The Comptroller General publishes issue area staff-year budgets.

Issue areas start submitting annual work plans to division.
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September ¢ Divisions distribute approved annual work plans by the 30th.

¢ Divisions submit approved annual work plans in both hard copy and
electronic form to OPP by the 30th.

* Field offices and divisions negotiate commitments consistent with
resource levels and jobs in approved work plans.

¢ Divisions and field offices submit proposed commitments to OPP.

October ¢ OPP publishes approved regional allocations.
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Program Planning--

Issue Area Plans and Updates

Policy

GAO’s policy is to ensure, through an multiyear planning system, that
its work is directed to the most important national issues to which it
can make a significant and timely contribution.

As part of GAO’s program planning system, it prepares issue area
plans to identify and focus work on nationally-significant issues
and updates these plans annually.

|
Issue Area Plans

Timing of Plan
Preparation

Cooperative Plan
Development

Issue area plans help GAO make significant and timely contributions
by focusing GAO's limited resources, to the maximum extent
possible, on important national issues.

Issue area plans state GAO’s objectives and planned contributions
for an issue area, generally over a 2- to 3-year period. The planning
period for each issue area, however, depends on factors such as
changes or emerging trends in legislative or executive agendas. The
plans identify issues to be addressed, estimate resource needs, and
define the approach to follow.

Each year, the Assistant Comptroller General for Planning and
Reporting (ACG/P&R) gives the divisions a schedule stating when
the Program Planning Committee (PPC) will hold issue area planning
sessions. The sessions usually are held from mid-February through
May. Issue area plan preparation is keyed to ensuring division
availability when PPC sessions are held.

The issue area director is responsible for developing the issue area
plan. But its preparation requires a wide range of inpuis to ensure
that it has a GAO-wide perspective and is based on a high level of
subject matter knowledge and expertise. It is particularly important
to obtain input from key Congressional Committee staff representing
both the majority and minority parties.

To foster this preparation, the issue area director should hold a
planning conference(s), open to officials both inside and outside
GAQ, to discuss the issue area. These sessions should be structured
to allow a free exchange of ideas, information, and viewpoints.
Participants could include:

Issue area management team members, such as key GAO
headquarters and regional office managers and staff working in, or
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Contents of Issue
Area Plans

H 3 FH o 3k K %= 3+ 3 H H H H
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Plan Summary
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providing support to, the issue area.
Key staff from related issue areas.

Congressional committee staff from both Majority and Minority
parties.

Agency officials.

Qutside experts.

The issue area plan consists of (1) a transmittal memorandum; (2) an
issue area plan summary; (3) a narrative section discussing the
overview, the plan’s development and issues, and resources; and (4)
tables showing progress made in meeting issue area objectives in the
prior plan. The issue area plan should be no more than 20 pages
(excluding the attached progress tables) and should be transmitied
by a short cover memorandum not exceeding four pages and
including

a brief overview and reference to the Issue Area Plan Summary
attached to the memorandum;

a summary of progress under the prior plan;
highlights of major changes from the prior plan;

a brief discussion of the emphasis to be placed on work aimed at (1)
dollar savings; (2) programs highly vulnerable to fraud, waste, and
abuse; and (3) other specific initiatives called for in the planning
guidance issued annually by the ACG/P&R,;

a request for resources including a justification for any requested
changes; and

highlights of efforts needed to build capacity within the issue area.

The Issue Area Plan Summary is a matrix showing, for each issue,
objectives, anticipated results, strategies, and key efforts/
assignments to achieve objectives. These elements of an issue can
be described as follows:

Issue: Anissue is a topic or question of national importance that
warrants the use of GAO resources during the next 3 years and that
can be expected to result in major improvements in government,
contribute substantially to congressional policy and decisionmaking,
or result in large dollar savings. Typically, an issue affects a major
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segment of our society, is tied to the large expenditures by the
government, or has a significant congressional audience in the form
of oversight or appropriations committees or an agency that could
be expected to take action on the basis of GAO’s work.

3= 3 W I

e (Objective: The objective is the broad pufpose of GAO’s work on
this issue in terms of expected results, such as program
improvement, savings, agency efficiency, or assistance to the
Congress in making a key decision. Objectives are results-oriented.
They are focused on an external action by an agency or the
Congress.

I o3 e W H

o Anticipated Results: These results are the specific contributions or
measurable results GAO hopes to achieve and the time when they
are expected to occur. Taken as a group, they should constitute the
accomplishment of the objective and/or the completion of tasks
expected to achieve the objective. Numbers of reports to be issued
or testimonies to be delivered are internal results and not acceptable
for the plan. Rather, the specific impact on an agency or program
should be the overall focus of the anticipated results. Again, the
anticipated result should be measurable to the extent possible, and it
should indicate the time when it is expected. For example: “We
anticipate $2.5 billion in reductions of duplicate inventories
(FY 1993).”

S M W W W HHHH

» Strategy: The strategy is the approach, plan of action, or method
(including key efforts) necessary for achieving the objectives and
anticipated results associated with an issue. Strategies also include
holding symposiums, preparing capping reports, testifying, preparing
training courses for delivery to agency managers, etc.

H: ko o o

» Key efforts: Key efforts are key assignments or major blocks of
work to be undertaken over the plan’s life. Key efforts listed are
those considered to be essential to meeting the plan’s objectives and
those that should, therefore, be given priority in annual work plans
and job start decisions.

3 3 I H I

A sample of an Issue Area Plan Summary is shown as appendix I to
this chapter.

Issue Area Plan The issue area plan, including attachments, should be concise and
discuss only significant matters. It should contain (1) an overview,
(2) a section on plan development, and (3) issues identified and
resources needed. Each section must be clearly identified. The
following guidance shows the types of information that should be
considered for each section.
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Section I: Overview

Hodk e e

Section II: Plan
Development

H: ok 3k dk e o S

Section III: Issues
Identified and
giesources Needed

H H o3k

The overview section should address the following elements:

The importance of the work, including (1) the significance and
impact of the issue area; (2) national goals and objectives; (3) the
federal role; (4) potential cost savings or nonmonetary benefits that
can be expected from work planned in the issue area; (5) significant
congressional interest in the issue area, including recent or planned
legislative initiatives and major statutory requirements; (6) related
executive branch programs or initiatives that have been or will be
undertaken; and (7) economic, demographic, or other conditions,
events, or trends that have affected, or will affect, the issue area and

the relationship of this work to other issue areas or others’ ongoing
or planned work.

This section includes information on kow the plan was developed. It
should discuss matters such as

the extent and nature of planning and coordination within the
division and with other divisions and regions;

the extent and nature of external planning and coordination
(including coordination with congressional staff, sister agencies,
Inspectors General, advisory groups, etc.); and

an analysis of congressional customers, showing principal
congressional customers from both the majority and the minority,
their specific interests, and the resources spent responding to these
customers during the prior fiscal year. Appendix Il shows examples
of congressional interest and appendix III provides an example of
resources devoted to fulfilling different congressional customer
requests.

This section discusses issues identified and resources needed. It
should include:

Changes in issue area focus and priorities.

Capacity building efforts, including a discussion of plans to
improve capabilities to meet issue area objectives through recruiting
and hiring, using consultants, handling unusually large audit-related
contract needs, training employees, and using new technology.

Other work in the issue area, including work that does not
contribute directly to the issues targeted, such as “target-of-
opportunity” assignments and unanticipated congressional requests.
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*» Work programmed by issue area staff that supports the objectives
of other issue areas, including Federal Managers’ Financial Integrity
Act (FMFIA) work, general management reviews (GMR), and work
that crosscuts agency financial statement audits.

* A summary table of resource requiremeﬁts that lists issues to be
pursued during the planning period. It shows, by year for the
duration of the plan, resource requirements for each issue. The table
should clearly disclose work planned in each issue by other GAO
contributors. (See app. IV.)

# Progress Tables A table should be prepared, for each issue, of the progress the issue
# area has made in meeting the objectives spelled out in the previous

# plan. This progress is measured in terms of the major

# accomplishments or achievements GAO was able to get implemented
# by the Congress/agency. Numbers of reports issued and testimonies
# delivered are not appropriate measures for these tables. (See

#

app. V.)
Review and Approval As previously stated, a PPC session is scheduled for each new plan.
of Issue Area Plans OPP works with each group to get its plan in shape. Four weeks

before a session, a draft plan is provided to OPP. The plan must
include the tables of information prepared using software provided
annually by OPP.

OPP forwards the plan to selected PPC members for review and
comment. It then provides feedback to the issue area director on the
basis of comments received and on its own analysis. OPP staff work
with the issue area director and the division to revise the plan, as
needed. The revised plan and OPP’s analysis of it are distributed to
all PPC members. OPP also provides data on the issue area’s
performance. This information, which comes mainly from GAO’s
centralized data systems, is also provided to, and discussed with, the
issue area director before the PPC meeting.

H o 3k I

At the PPC session, the issue area director presents and discusses
the plan and responds to PPC questions and concerns. After the
session, OPP helps the division make any required changes.

After the PPC approves the plan, the division should distribute it for
internal use by other divisions, all regions, the Office of
Congressional Relations, the Office of the Chief Economist, OPP, all
issue area staff, and all others with an interest in the plan.

H* 3 H* K

Planning documents and other outputs are designed primarily for
internal use. However, issue area directors are encouraged to share

H* H
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them with appropriate external parties. Release outside GAO must
be approved by OPP.

Issue Area Updates

e

3 3k 3 I

Timing of Preparation
of Issue Area Updates

Contents of Issue
z Area Updates

#

#

Because events may significantly affect even the best of plans, issue
area plans are reviewed and updated annually. Issue area updates
also (1) promote accountability by comparing performance and
results with plans and (2) keep the plan current by making approved
modifications.

The focal point for issue area reevaluation is the issue area director.
The reevaluation should involve the issue area team and, to the
extent that major changes are warranted in a particular issue or
issues, widespread participation should be obtained as it is with the
issue area plan.

OPP will provide specific performance data to each issue area
director. This data should be used to make a “self-assessment” that,
with an examination of events and progress in meeting issue area
objectives, helps provide the basis for preparing issue area updates.

Development requirements for issue area updates are less extensive
than for new plans. They allow for needed additions, deletions, and/
or revisions to particular issues.

If reevaluation of an issue area establishes the need for extensive
changes or plan redirection, a new plan-rather than an update--
should be prepared. When a new plan is required, PPC must be
notified and a PPC session scheduled.

Issue area updates must be prepared annually, except when the
planning period ends or extensive changes require a new issue area
plan. Issue area updates generally are prepared in time so that they
can be reviewed in March and April of each year. The Comptroller
General, PPC, or OPP may, however, request a review and update of
particular issue areas at any time.

Issue area updates include a cover memorandum that highlights
significant matters for consideration by PPC, an Issue Area Plan
Summary showing all modifications, tables showing progress in
meeting the objectives of the plan, and a resource allocation table.

The cover memorandum generally should be limited to three pages
and, as a minimum, must address the four sections for which
guidance is given below. Information included in each section is, at
the discretion of the issue area director, based on those matters that
are most significant and relevant to the issue area.
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* Progress made: This section highlights the extent to which (1)
issue area goals and objectives have been achieved, (2) planned
work has been implemented, (3) anticipated contributions have been
made, and (4) deviations from the plan have occurred. Details on
progress should be clearly spelled out. (See app. V.) These tables
must be prepared using software provided annually by OPP.

HH o 3k

¢ Modifications to the plan: This section describes proposed
changes to the issue area plan. Proposed changes include matters
such as (1) issues being dropped; (2) new issues being proposed; (3)
shifts in emphasis from one issue to another; (4) changes in issue
area work, including that being done by other GAO contributors; (5)
# changes in objectives or anticipated results; and (6) changes to
accommodate FMFIA work, GMRs, and agency financial statement,
# audits. These modifications also should be clearly marked in the
# Issue Area Plan Summary.

s Resource requirements: This section is supplemented with a
summary table (see app. IV) listing the issues that have been or will
be pursued during the period covered by the plan. The table reflects,
by year, the staff-years that have been used in prior fiscal years and
that will be required for the duration of the plan.

e Capacity building efforts: This section describes the progress
being made in implementing the capacity building strategy of the last
approved issue area plan. Consideration should be given to
recruiting and hiring, consultants, unusually large audit-related
contracts, training, and new technology.

e

Review and Approval The issue area director forwards a draft of the update to OPP for

of Issue Area Updates review. OPP works with the issue area director and division
management to revise it, as needed. After this revision, OPP
distributes it, along with indicators of the issue area’s performance,
to the PPC where it is reviewed by selected members. Although
these PPC members may meet with the issue area director to discuss
the update and issue area performance, more frequently OPP staff
discuss the PPC members’ concerns with the issue area director and
the update is modified.

otk 3 3 Ik 3

Related Materials

Other Chapter 5.0, “Program Planning—-Policy Summary.”
of This Manual
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GAQO Orders 0130.1.22, “Office of Program Planning.”
0130.1.80, “Program Planning Committee.”

0130.1.81, “Job Starts Group.”

Other Publications Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1), appendix III, “GAO Approved Issues for Issue

Areas and Areas of Interest.”

Memorandums providing guidance on issue area plans and updates
issued annually by the ACG/P&R each November.

Planning for Results: A training manual used by OPP and the
Training Institute.

# Software Annual Work Plan.
# Issue Area Plan.
# Planning Information Manager. .
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|
Appendix I

Sample of Issue Area
Plan Summary

Transportation
Issue Objectives Anticipated Results
Aviation Safety: (1) Serve as a major influence in achieving | (1) Recommend ways DOT and FAA can use the

Does FAA adequately
oversee the aviation
wndustry’s compliance
with federal safety and
secunity regulations?
(6618)

management impravements and realizing
cost savings through effective and efficient
use of FAA resources.

(2) Idenufy short- and long-term domestic
and international safety 1ssues, including
certification of newly manufactured

inspectar warkforce more efficiently. (FY 92-94)
(2) Recommend ways DOT and FAA can improve
management and oversight of the inspection and
secunty programs. (FY 92-94)

(3) Recommend ways DOT and FAA can improve

Transportation Safety:
How can surface
transpartation be
\mproved to prormote
safety and reduce
economic losses? (6619)

and local efforts 1o promote safety at the
lowest program cost.

(2) Idenufy ways FRA and the railroad
industry can best meet all statutory rail
safety requirements

435 staff years arcrafl. oversight of foreign arr carners and reduce duphcation
in domestic and international aircraft certification
activities. (FY 92-94)

Surface (1) Identify impediments to federal, state,

(1) Recommend approaches to comply with federal
safety rules/regulations to achieve results at lower cost
for programs dealing with

~— trucks, cars, and railroads and

— highway and bndge design  (FY 92-94)

(2) Provide Congress with analysis of effectiveness
and societal costs of seat bell laws (FY 92)

System Improvement:
Is FAA using federal
tunds effectively and
cconomically to enhance
the nation’s airport and
airway system? (6620)

government and taxpayers by rdentifying
ways FAA can use effective and econom-
cal methods to safely maintain and
modernize 1ts air traffic control f:

63 s1aff years
(3) Identify the safety cost/benefits of larger trucks on
the highways. (FY 92-93)
(4) Identify rail safety improvements. (FY 93)
Airport and Airway (1) Realize large dollar savings to the (1) Identify, annually, savings of at least $100 million

n FAA’s modemization activities and $20 miilion in
its airport grants program. (FY 92-94)

MR s

and develop a system of airports.

ding pnonties in FAA's $30
billion nvestment in ATC facilities and equipment
)

Do the current highway,
bridge, mass transi, and
rat} programs effectively
meet Lhe nation’s
surface transportation
needs? (6621)

69 suaff vears

highway and mass transit program
objectives at a lower cost.

(2) Idenufy approaches 1o improve federal-
aid investment strategies.

(3) idenufy approaches to meet emerging
surface transportation needs such as
alleviating urban congestion.

33 staff vears (3) Identify strategies for improving airport/airway
system performance. (FY 92)
(4) Identify and recommend altemanves to FAA's
investment decisions. (FY 93-94)
Surface (1) Serve as a major contributor to (1) Advise Congress on cost-saving strategies that
Transportation congressional decisionmaking by identify- | leverage federal with state and local governments’
Infrastructure: ng approaches to achieve federal-aid

vestments 1n highways and mass transit. (FY 92-54)

(2) Advise Congress on cost-saving strategies that
encourage public/private pannerships to finance
surface transportauon needs. (FY 92-94)

(3) Advise Cong on cost ies that
encourage ntermadal solutions to congesuion through
mprovements n federal-aid highway and mass transi
programs. (FY 92-94)

{4) Advise Congress on cost-saving gies that
advance passenger rail altematives. (FY 92-94)
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Fiscal Years 1992-1994

Overall Strategy

Key Efforts to Achleve Objectives

Conduct a series of jobs resuiting in reports and testimonies focusing on
the efficiency and effectiveness of FAA's safety oversight and airline
security inspection programs.

Assess the impact of FAA's response to selected security recommenda-
tions made by the President’s Commission on Airport Security and
Terronsm.

Acquire technical expertise to assess intemational safety standards and
the differences between these and domestic standards,

(1) Soundness of FAA's “self-audit” concept,
where the industry polices itself.

{2) Impact of FAA's actions to strengthen airport
security.

(3) Adequacy of FAA's surveillance of domesuc
and foreign air carriers (new aircraft certfication
and equipment maintenance).

Review federal, state. private and international initiatives o improve
railroad safety and safety for drivers, p hicl i

(1) Safety of private and commercial vehicles,

o E e o
and other activites.

Exarnine state, local. and industry enforcement of various laws, rules, and
regulations.

Enhance methodological and technical skills needed 10 assess the
effectiveness of laws, rules, and regulations.

Follow up on FRA's impl n of GAO dation!

P

ding ionger, heavier trucks.
(2) State implementation of safety provisions of the
Intermodal Surface Transportation Efficiency Act
of 1991.

(3) Impact of elderly dnvers on highway safety and
design.

(4) Effectiveness of seat belt laws.

(5) FRA and railroad industry actions to improve
safety.

Conunue to appear as lead witness at FAA's appropriation heanngs.

Conduct a senes of jobs on the progress of FAA’s modernization
program.

Develop measures of system delays and performance to identify
investment priorities for enhancing capacity.

Develop modeling expertise to 1denufy strategies to improve airways and
terminal gate system performance.

Examine the feasibility—economic, technical, and operational—of
alternative forms of air traffic control.

(1) Status and results of FAA’s modernization
program.

(2) Reform of FAA's acquisition processes.

(3) Extent and causes of system delays and
performance shortfalls.

(4) Implications of satellite technology and facility
consolidation

(5) Cost-effectiveness of allernative strategics for
modernization.

Conduct sertes of Jobs examining alternative federal-aid investment and
funding structures that encourage state, focal, and private sector invalve-
ment in highway and mass transit construction and reparr.

Examine equity of contnbutions to surface transportation funding made
by federal, state, local, and private sources.

Exarmine impact of Clean Air Act attainment standards and Americans
With Disabihities Act on states” highway and mass transit programs and
denufy needed impro nDOT’s B of states’
complhiance.

Review studies on passenger rail alternatives.

(1) Effectiveness of alternattve federal funding
strategies.

(2) Impact of highway/mass transit funding
flexibihity on congestion relief.

(3) Imped to pnivat tor

(4) Adequacy of DOT oversight of state transporta-
tion agencies’ comphance with air quality achieve-
ment standards and with requirements of Amencans
With Disabilities Act.

(5) Passenger rail alternatives.
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Sample of the
Congressional
Interest Table for
the Issue Area Plans

Compmnittees
Senate

Budget

Governmental
Affairs

Finance

Chapter 5.1
Program Planning--

Issue Area Plans and Updates

Congressional Interest in Tax Policy and Administration Issues

Majority

Reducing tax gap
Tax incentives

Improving Internal
Revenue Service
(IRS) efficiency

Human resource
issues

Use of consultants
Collections update

Performance
indicators/business
review process

Effective marginal
tax rates across
countries

Revisions to
alternative minimum
tax

Noncompliance of U.S.
citizen living abroad

Minority

Earned income tax credit

Taxation of employer-paid fringe
benefits

Investment tax credit
Passive real estate losses
Tax gap

Adequacy of income

measurements used in
distributional tables

Page 5.1-12

Policies/Procedures Manual

November 1992



Chapter 5.1
Program Planning--
Issue Area Plans and Updates

House

Government
Operations,
Subcommittee on
Commerce, Consumer,
and Monetary

Affairs

Ways and Means

Ways and Means,
Subcommittee on Oversight

Appropriations

Accessibility and None specified
training for IRS
assistors

Business information
reporting program

Coordinating IRS
collection actions

Criminal Investigation
Division management

Summary study of

expiring tax benefits

User fee inventory Passive loss provisions
particularly real estate

IRS notice clarity

Budget and filing Burden of corporate tax

season hearing preparation

Tax System

Modernization (TSM)

Home equity loans Accounts receivable, TSM,

taxpayer service, and taxation
of U.S. subsidiaries of foreign

corporations
Joint Committee
Joint Committee on Taxation Passive loss rules
Inventory valuation
rules
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“Congressional
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the Issue Area Plans

Congressional Committee

House Energy and
Commerce

Congress
Self-initiated

Multiple Committee
Requests

House Banking,
Finance, and
Urban Affairs
Senate Banking,
Housing, and
Urban Affairs

House Government
Operations

House Member
Requests

Senate Judiciary
House Agriculture

House Ways and Means

Chapter 5.1
Program Planning--
Issue Area Plans and Updates

Financial Institutions and Markets
Congressional Customers (FY 1991)

Staff-Years

29.5
26.8

20.8

19.3

6.4

5.5

5.0

3.7
34
2.0

0.2

Percent of Total

24.0

21.8

16.9

15.7

5.2

4.5

4.1

3.0

2.8

1.6

0.2
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Senate Agriculture,
Nutrition, and
Forestry

Senate Commerce,
Science, and
Transportation
Senate Governmental

Affairs

Total

Note: Statutorily mandated (Congress) and self-initiated assignments were principally of

0.2

0.1

0.1

123.0

interest to the Banking Committees.

0.2

0.1

0.1

100.0
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|
Appendix IV:

Format for the Issue
Area Plans and Issue

Area Updates
"Resource
Requirements
Tables”
TRANSPORTATION ISSUE AREA
Staff Year Resource Requirements
by Fiscal Year
Issue 1992 1993 1994
Aviation Safety (6618) 15 15 15
Airport and Airway System Improvement (6620) 21 21 21 ‘
Surface Transportation Safety (6619) 21 21 21
Surface Transportation Infrastructure (6621) 23 23 23
Competition and Consumer Protection (6622) 15 15 15
Coast Guard and MARAD Efficiency and
Effectiveness (6623) 19 19 19
Cross-Modal (6624) 13 13 13
Other Issue Area Work and
Unanticipated Requests (6691) 13 13 13
Total 140 140 140

Page 5.1-16 Policies/Procedures Manual November 1992



Chapter 5.1
Program Planning--
Issue Area Plans and Updates

Appendix V:

Sample of Progress
Tables for Issue Area
Plans and Updates

Progress and Accomplishments, Current Plan Through First Quarter FY 1992

Issue: Surface Transportation Safety: How can surface transportation be improved to
promote safety and reduce economic losses? (6619)

Staff Years Planned: 63 Staff Years Spent: 4 (Ist Qir FY 92)

Objective(s): Identify impediments to NHTSA’s and FHWA’s efforts to promote safety
and determine potential changes in policies and procedures to achieve safety objectives at a
lower program cost. Identify ways FRA can enhance rail safety to fully meet its statutory
and program requirements.

Anticipated Results Achieved | Progress/Accomplishments to Date
Recommend approaches to comply with Partial |Reported and testified on safety improvements that
federal safety rules/regulations to achieve are resulting in (1) reduced number of annual
results at lower cost for programs dealing fatalities in both highway and railroad accidents
with trucks and cars, highway and bridge and (2) fewer incidents with severe or critical
design, and maintenance standards. (FY 92, injuries that cost society more to treat. Surface
93, & 94) transportation safety will require continnous GAO
involvement.
Provide Congress with analysis of Partial | Issued motorcycle helmet report in July 1991 that
effectiveness and societal costs of seat belt disclosed that up to 700 fewer deaths may occur
and helmet laws. (FY 92) annually if ail states had universal helmet laws.
Expect to report soon on mandatory use of seat
beits.
Identify the safety cost/benefits of larger Partial {Expect to report soon on extent of use and results
trucks on the highways. (FY 93) from existing studies on safety of longer
combination vehicles (LCV). Statutory report will
be issued by early 1993 regarding state actions to
monitor and enforce safety of LCV operations.
Identify rail safety improvements. (FY 93) Partial | Testified on rail safety issues, including Sacramento
River chemical spill, in July 1991 and January 1992.
Assignments now under way on railroad Hours of
Service Act and Amtrak training and safety
programs.

Related results: As a resuit of our work, NHTSA has required new light trucks and vans to have passive
restraints, which could save 2,000 lives annually. Also, Congress passed legislation to freeze longer
combination vehicle operations to the states in which they were operating as of June 1991. FHWA has
strengthened enforcement action against motor carriers when serious safety violations are found. It also
initiated actions to improve its Safetynet Program’s data base on motor vehicle inspections. We have a
review under way on the use of intelligent inspection devices ("smart pigs”) for inspecting pipelines.
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Policy

GAO’s policy is to ensure that available resources are most
effectively applied, on a GAO-wide basis, to issues and to individual
assignments that best achieve current planning objectives.

As part of GAO’s program planning system, GAO prepares
divisionwide issue area resource requirements memorandums and
annual work plans to help allocate resources and identify specific
assignments to be undertaken.

|
Divisionwide
Memorandum on
Issue Area Resource
Requirements

Timing
#

# Contents

I+ W H K

Resource requirements included in issue area plans and updates
frequently exceed available staff-year resources. The Program
Planning Committee (PPC) decides how to allocate available
resources among issue areas to best achieve GAO’s objectives. To
help in this, the Assistant Comptrollers General should prepare
memorandums giving divisionwide perspective to issue area
requirements.

Each memorandum should be submitted to PPC through the Office
of Program Planning (OPP) no later than the third week in June.

The memorandum generally should not exceed five pages including
attachments. It should include the following information:

* Resource usage: This section discusses how the Assistant

Comptrollers General would allocate staff-years to issue areas in the
fiscal year beginning October 1 if there were no changes from those
allocated to the division in the current year. Given the prospects for
the following years budget, the Assistant Comptroller General for
Planning and Reporting (ACG/P&R) also may ask in any particular
year that divisions provide allocations based upon an overall
reduction in the divisions’ budgets. This section should discuss the
reasons for recommended allocations, which would focus on (1) any
new or emerging issues requiring changed resources for an issue
area; (2) increases or decreases in emphasis on existing issues,
necessitating a change in resources within an issue area; and (3)
reasons for recommended changes to the headquarters/field staff
mix.

Other resource needs: This section discusses the division’s plans to
build organizational capacity needed to implement issue area
strategies. The Assistant Comptrollers General should discuss other
resources that may be needed by the division to carry out planned
issue area work, including any significant new requirements for
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3 I H:

Review and Approval

#
#
#
#
#
#

(1) enhanced evaluation skills through recruiting and hiring staff and
using consultants; (2) specialized training to build expertise; (3)
unusually large audit-related contracts; (4) enhanced regional
expertise by developing core staff and regional Band IlIs; and (5)
special purpose computers, software, or data bases to be purchased.

Matters for PPC consideration: In this section, the Assistant
Comptrollers General discuss any matters the PPC should consider
in determining staff-year allocations. This discussion could include
concerns about headquarters/field staff mix, the congressional
workload, potential problems in initiating critical basic legislative
requirement assignments, or any other matter the division would like
to bring to the PPC’s attention. The Assistant Comptrollers General
should include the level of any additional resources beyond the
current-year level that will be needed for each issue area. They
should highlight how resources would be applied and why the need
cannot be met by reallocating existing resources.

The Assistant Comptrollers General staff-year allocation
recommendations for his/her division: In a separate one-page
attachment, the Assistant Comptrollers General must provide a table
(see app. I) showing, for each issue area and area of interest within
the division’s lead responsibility, the (1) approved PPC staff-year
allocation for the current year stating headquarters and field staff
separately and (2) division’s recommended staff-year allocation for
the year to begin on October 1 broken down by headquarters and
field. The division’s recommended allocation should be based on the
approved current fiscal year allocation as a ceiling.

This table also should state resources needed for work not within
the issue area, the Assistant Comptrollers General office, and
support staff. It should, therefore, state the division’s total resource
needs.

The divisionwide memorandums are prepared so they can be
reviewed by PPC in conjunction with issue area plans and updates
developed in January, February, and March of each year. OPP
should be consulted in advance regarding any major recommended
resource shifts or special needs so that all proposals can be
considered.

&
» Annual Work Plans

#
#

Annual work plans identify individual assignments that will be
undertaken to implement issue area plans or updates. Annual work
plans also provide a basis for selecting a limited number of key
assignments that the programming divisions consider particularly
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Timing of Preparation

Contents

B S S S

Annual work plans are developed by the issue area director for each
issue area. They define the work to be done during the upcoming
planning year beginning October 1 and ending September 30 for each
issue covered by the issue area plan. They define individual jobs,
assign division priorities, link individual jobs to issue area
objectives, and distribute allocated staff-years among issues and
assignments. They alert field offices to planned work and form the
basis for developing assignment authorization forms.

Annual work plans enable top management to give guidance on
planned assignments well before work begins. They help focus on
work that most needs to be done and play an important role in
helping influence request work toward areas where GAO can make
the greatest contribution. Annual work plans also alert GAO’s field
offices to potential work. They are an important component of the
field resource allocation system and they help to communicate
planned work throughout GAO'’s divisions, encouraging coordination
and avoiding duplication.

Issue area staff should begin thinking about and preparing the
contents of their annual work plan as they prepare their issue area
plans or updates. However, they should wait until they receive
approved staff-year allocations from PPC in July or August to finalize
their work plans.

OPP should receive all approved plans—on computer disk and hard
copy—no later than June 30 so that those plans can be analyzed for
the Comptroller General and computer-generated information on all
upcoming work can be customized and sent to all field activities.

The annual work plan for each issue area should be transmitted by a
short memorandum. Items to be included are left to the discretion of
the issue area director, but could include assignments (1) critical to
meeting the issue area plan’s objectives (typically those starting
during the planning year that were designated as key efforts in the
Issue Area Plan Summary) and (2) that address the Comptroller
General’s work priorities, such as jobs with significant potential
dollar savings and jobs aimed at significant fraud, waste, and abuse.

The annual work plan should consist of the following sections (see
apps. II and 1II):
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Review and Approval

#
#
#
#
#

A list of all assignments, ongoing and planned: The list, covering a
1-year period from July 1 to June 30, includes the name of each
assignment written, whenever possible, in the form of the major
question to be answered; the names of all regions to be used; an
estimate of staff-days to be spent; and information on the job’s
timing. Assignments deemed critical to meeting the issue area plan
objectives (usually noted as key efforts in the Issue Area Plan
Summary) also are identified.

A resource summary table showing planned staff-day usage for
each issue and time reserved for unanticipated congressional
requests: Staff-days set aside for unanticipated congressional
requests and targets of opportunity should equal 20 percent of an
issue area’s total issue area staff-days.

The annual work plans should be prepared using software supplied
by OPP. This software, which becomes a data base, is necessary so
that the plans can be analyzed and OPP can alert all GAO’s regions
of work planned for the upcoming year.

The division should work closely with affected divisions and field
offices to ensure that the plan is properly coordinated and reflects
those assignments that best contribute to issue area objectives.

Annual work plans are drafts until the division Assistant Comptroller
General formally approves them. Once approved, the division
distributes copies of the plan to all staff in the divisions, staff offices,
and regions having an interest in the contents of the plan.

Related Materials
Other Chapter

of This Manual

GAO Orders

Other Publications

5.0, “Program Planning—Policy Summary.”

0130.1.22, “Office of Program Planning.”
0130.1.80, “Program Planning Committee.”

0130.1.81, “Job Starts Group.”

Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1), appendix III, “GAO Approved Issues for Issue
Areas and Areas of Interest.”
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Resource Requirements

. and Annual Work Plans

Memorandums providing guidance on issue area plans and updates
issued annually by the ACG/P&R each November.

Planning for Results: A training manual used by OPP and the

Training Institute.
# Software Annual Work Plan.
# Issue Area Plan.
# Planning Information Manager.
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Resource Requirements

and Annual Work Plans
T
Appendix I:
Format for
Divisionwide
Staff-Year Allocation
Recommendations

{Name of Division)

Staff-years!
Current year Upcoming year
PPC allocation recommended allocation

Issue area/area of interest HQ Field Total HQ Field Total
Work not in issue area
Assistant Comptrollers
General office and support
Total
IRecommended allocations among issue areas may differ from those of the current year. The total .
staff-years and the total headquarters/field mix for the upcoming year must be the same as the PPC

allocation for the current year.
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Appendix II:
Sample of

Assignment List for
Annual Work Plans

Airport and Airway

System Improvement (6620)

ONGOING

26. Is the new Denver
airport still likely

to be completed on
time and within the
budget estimate?
(341345) (BLR)

(Mulvey)

27. Has FAA determined

the need for precision
approaches using MLS,
ILS, and GPS-based
systems?

(341359) (Request)
(Levin)

28. How effectively
has FAA identified the
mission needs for new
system acquisitions?
(341329) (Request)
(Levin)

Chapter 5.2

Program Planning--
Resource Requirements
and Annual Work Plans

Section 1

Transportation Issues

Location

RCED (L)
DENRO

RCED (L)

RCED
ATLRO (L)

Ongoing and Planned Assignments
October 1991 - March 1992

Staff-Days
1st 12 Mos. Remaining
25 0
50 _0
75 0
100 0
50 0
125 _0
175 0

Quarterly

Time Line

12

12
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Program Planning--
Resource Requirements
and Annual Work Plans
Staff-Days ___Quarterly
Time Line
Location 1st 12 Mos. Remaining 12345678
29, What are the key RCED (L) 350 0 123
issues regarding the CHIRO _100 _0
new Chicago airport? 450 0
(341356) (Request)
(Levin)
PLANNED
30. Is FAA effectively RCED 50 0 1234
using the Airport SEARO (L) _250 _0
Improvement Program to 300 0
meet the safety and
capacity needs of the
aviation system?
(Request) (Williamson)
31. Has FAA developed RCED (L) 150 0 1234
an effective strategy SEARO _50 _0
for consolidating its 200 0
air traffic control
(ATC) facilities?
(Request) (Williamson)
32. Will FAA’s plans RCED 100 0 1234
for advanced automation PHILRO (L) _300 _0
projects maximize 400 0
benefits while
minimizing costs?
(Request) (Levin)
33. What is the overall RCED (L) 350 0 234
status of FAA's ATC NYRO 50 0
modernization program, PHILRO _50 _0
including critical 450 0

projects such as Mode
S, AAS, and VSCS?
(Request) (Levin)
Critical
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and Annual Work Plans

Appendix III:
Sample of Resource
Allocation Table for
Annual Work Plans
Section 2
Education and Employment Issues
Staff-Day Resource Allocation
July 1, 1992 - June 30, 1993
Jobs Staff-Days

On- Plan- HRD  Other Issue
Issues going ning Total HQ Field Total Divs. Total
Improving
Education 7 8 15 2375 2650 5025 0 5025
Financing
Education 6 8 14 1325 1350 2675 0 2675
Workplace
Quality 6 2 8 1075 1100 2175 0 2175
Enhancing
Workers’ Skills 9 8 17 1225 2000 4125 0 4125
Other Issue Area
Work - Education 0 0 0 0 0 0 0 0
Other Issue Area
Work -
Employment 2 1 3 300 0 300 0 300
Unallocated 0 0 0 0 0
Unanticipated
Congressionals 1600 2000 3600 3600
Total Issue
Area Work 30 27 57 7900 10000 17900 0 17900
Issue Area
Staff-Years 46 63 109 0 109
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Chapter 6.0

Planning and Managing
Individual Assignments--
Policy Summary

Policy

GAO’s policy is to effectively plan and manage individual
assignments to ensure that all standards are met and that high-
quality, significant, useful, and timely products are delivered to
customer(s).

Policy Highlights

GAO staff use a customer-focused, flexible, decision-oriented
approach to plan and manage individual assignments. Assignments
are generally conducted in three phases—job design, data collection/
analysis, and product preparation. Managers and supervisors follow
appropriate practices to monitor an assignment’s progress; this
includes top level management reviews at key decision points.

Within GAO'’s overall approach (described in this chapter), GAO staff
perform the following functions:

They initiate individual assignments as quickly as possible to ensure
that the resulting information is timely and meets users’ needs. (See
ch. 6.1, “Initiating Assignments.”)

They perform sufficient design work on an assignment to ensure
conceptually sound and well-planned efforts before spending
substantial resources on detailed work. (See ch. 6.2, “The Job
Design Phase.”)

They efficiently obtain and analyze data necessary to reach
supportable conclusions and recommendations and to formulate
useful products for approved assignment objectives. (See ch. 6.3,
“The Data Collection/Analysis Phase.”)

They communicate the results of audits/evaluations using the
product type that best meets both the principal user’s needs and the
reporting standards and policies applicable to the assignment. (See
ch. 6.4, “The Product Preparation Phase.”)

They effectively follow up on and assess the results of assignments—
including appraising staff, preparing accomplishments, following up
on recommendations, and managing workpapers and central files.
(See ch. 6.4.)

They use appropriate management practices and tools, including
GAQ’s Mission and Assignment Tracking System (MATS).
Monitoring an assignment’s progress, managing assignments,
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Planning and Managing
Individual Assignments--
Policy Summary

allocating scarce resources, and measuring GAO’s effectiveness in
responding to congressional needs should be based on high-quality
data. (See ch. 6.5, “Tracking GAO Assignments.”)

|
Overall Framework

Customer Focus

Assignment Phases

GAO assignments cover a broad spectrum of national and
international issues and range from narrow questions to far-reaching,
complex, and/or sensitive assessments of major policies, programs,
or activities. GAO’s program planning process (see ch. 5, “Program
Planning”™) helps GAO focus on work that most needs to be done and
plays an important role in influencing congressional request work
toward areas where GAO can make the greatest contribution.

Most GAO assignments respond to specific congressional requests.
Other GAO assignments result from legislative mandates or GAO's
basic legislative responsibilities (BLR). (See ch. 3, “Supporting the
Congress.”)

Before initiating an assignment, staff must carefully evaluate the
expenditure of resources considering the customers’ needs, expected
benefits, level of GAQ’s contribution, and the consistency with
GAO’s work priorities and program plans. Most often, GAO
performs work consistent with its plans, expending only those
resources necessary to adequately address the assignment
objective(s) and provide sufficient, competent, and relevant
evidence to support its findings, conclusions, and recommendations.
In those rare instances when GAO must work on a congressional
request on which management determines that GAO’s contribution is
minimal, work must be done efficiently to minimize the resources
expended while still addressing the assignment’s objective(s).

GAO acknowledges congressional requests quickly and tries to
initiate work on all assignments in a timely manner to ensure that the
final products meet users’ needs. (See ch. 6.1.) To preclude
surprises, customers should be kept informed throughout the
assignment, especially when circumstances cause significant
changes in scope, objective(s), or timing.

GAO assignments are normally performed in three phases—job
design, data collection/analysis, and product preparation—each
serving defined purposes. At times, the staff’s work overlaps into
different phases, particularly the data collection/analysis and
product preparation phases. The progress of assignments through
these phases and the degree of resources expended in each must be
as flexible as circumstances require.
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The Job Design Phase

.,—

Data Collection/
Analysis Phase

Product Preparation
Phase

As an assignment moves from one phase to another, the assignment
team must work together to answer key questions and cooperatively
reach key decisions regarding the assignment’s progress, the
product’s message, and the user’s needs. Appendix I summarizes the
assignment phases and key decision points. The key questions for
each of the three phases are summarized in appendix II. (Also see
ch. 10, “Methodology,” regarding methodological issues to be
considered during these phases.)

The job design phase provides an opportunity for staff and
management to assess the validity of the assignment objective, to
determine whether a reportable message exists, and to establish the
scope and methodology to assess the objective(s). The purpose of
the job design phase is to quickly ensure, with a minimum of staff
time, that assignments are well thought out and are planned before
extensive resources are used to gather additional data.

Staff are expected to perform enough work, including testing of
transactions, to ensure that a reporiable message exists and that
the potential message warrants further expenditure of scarce
resources. Completion of the job design phase is a major decision
point, when management and staff must decide whether the
assignment should be continued. For specific information tasks to
be accomplished during the job design phase, see chapter 6.2.

During the data collection/analysis phase, staff and management are
implementing the assignment plan and working toward two key
decision points—the one-third point assessment and message
agreement. These decision points provide an opportunity for
management and staff to meet and discuss the direction and progress
of the assignment; what modifications may be needed in the scope,
the methodology, or GAO resources; and the best way to meet the
customer’s needs. For information on data collection/analysis phase
activities, see chapter 6.3.

During the product preparation phase, staff and management work
together to prepare and issue a final product according to decisions
reached during the message agreement. During this phase, it is
expected that the final product to be developed will meet all quality
standards and that the customer will not be surprised by changes
in scope, coverage, or timing late in an assignment’s life.

At this time, staff and management are working toward the final key
decision point—-director approval. This is the point at which the
issue area director or regional manager approves the draft product
to be forwarded to the division’s planning and reporting function for
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Postproduct Issuance
Key Actions

review. For information on the product preparation phase, see
chapter 6.4.

Final actions taken on each assignment are an integral part of
planning and managing GAO’s work. These actions include
assessing job results and staff performance against planned
expectations and performance appraisal standards and expectations
and providing feedback for improvement (see ch. 13, “Supervision™).
Also, an assignment is not complete until effective plans for
following up on product recommendations (see ch. 9.2, “Procedures
for Recommendation Followup™) and recording accomplishments
are established (see ch. 9.3, “Procedures for Accomplishment
Reporting™).

For more information on other postissuance management actions,
see chapter 6.4.

Effective
Management

Management Tools

In planning and managing individual assignments, the assignment

team-issue area director/regional manager, assistant director/

assistant regional manager, evaluator-in-charge (EIC), audit staff, ,
technical advisors, and writer/editor-must continually weigh the .
expenditure of resources against the expected benefits. While, in

most instances, the issue area director will have overall

responsibility for an assignment, regional and overseas managers

may assume these responsibilities, including signing the final

product in certain circumstances.

In performing assignments, management and staff must

ensure that all applicable standards are met and the results are
accurate, objective, and credible (see ch. 4, “Standards”);

carefully monitor progress to ensure that objectives are met without
the unnecessary expenditure of resources; and

encourage a cooperative atmosphere in which management and staff
work together to reach key decisions within the assignment phases.

Effectively managing individual assignments throughout the
phases relies heavily on data that are timely, accurate, and
meaningful. GAO management information systems are used to
provide management and staff with on-line, real-time access to key
management information regarding assignments.
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= H I

Oversight by the Job
Starts Group

H R M

The primary system is MATS. MATS links several subsystems--
requests, jobs, issue area, staff-day, and time and attendance—to
routinely produce standardized reports by individual assignment,
issue area, congressional request, or other classification to meet
specific information needs. Job Starts Software (JSS) helps staff to
compile the information needed to approve a new assignment or to
move an existing assignment from the design phase to another
phase.

MATS and JSS are two tools for proactively assessing assignment
resources and progress and making decisions about shifting
resources among competing demands. To maintain the
effectiveness of these management information tools, management
and staff must ensure the accuracy and timeliness of the data
input. For more information on tracking GAQ assignments, see
chapter 6.5.

GAO's top management, through weekly Job Starts Group (JSG)
meetings and the biweekly Reports Review meetings with each
division head, reviews all assignments starting in GAO and those
assignments moving beyond the job design phase to either the data
collection/analysis phase or the product preparation phase. The
group also discusses each incoming congressional request, each

product to be issued, and contracts for audit/evaluation work over
$10,000.

The JSG reviews assignments from an overall perspective of
increasing its knowledge of jobs starting in GAO and sharing its
views on them. For more information on the types of issues JSG
considers when reviewing individual assignments, see chapter 6.1.

Key Responsibilities

Issue area directors/regional managers (when assigned
responsibility) or their designees are responsible for ensuring that
GAO assignments are adequately planned and efficiently managed
and that all their products meet GAO quality standards. They also
ensure internal and external coordination, including communication
with requestors, and continually monitor the assignment progress.
(For more detail, see app. III.)

EICs/project managers/site supervisors are responsible for carrying
out an assignment-—-preparing assignment plans; collecting, analyzing,
and summarizing data; drafting products; documenting work;
supervising staff; and performing all work in accordance with
applicable auditing standards. (For more detail, see app. III.)
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The Office of Congressional Relations acknowledges written
congressional requests, assigns responsibility for the work to
divisions or offices, and enters new congressional requests in MATS.

The JSG reviews all new assignments and those moving beyond the
design phase to increase its knowledge of jobs starting in GAO and
to share its views on the scope, methodology, timing, and reporting
of jobs.

The Office of Program Planning (OPP) assists JSG, manages GAQ’s
program planning process, provides coordination assistance with
other legislative support agencies, and ensures that the Congress
receives the required or legislatively-mandated information about
new job starts through the Research Notification System. OPP uses
the data in the MATS and JSS systems and approves significant
changes to historical data in MATS.

The Office of Policy is responsible for maintaining the
accomplishment reporting and recommendation followup systems
and reporting the results to the Congress.
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|
Appendix I:

Summary of
Assignment Phases
and Key Decision
Points

MATS
Job Dasign Phase Data Collection/Analysis Phase l Product Praparation Phase

A A A A

Job DP1 DP2 oP3 pP4 Sent Comments Product
Start End of Job One-Third Message  Issue Area o N Received? Issued

Design Point Agreement  Director Agency
Assessment Approval
Product Product Sent
Exit Submitted to Final
Processing
Conference P&R

2 These steps occur if written agency comments are requested.
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|
Appendix II:

Key Assignment
Questions

# Job Initiation and

Job Design Phase
(ch. 6.1 and 6.2)

# Is the issue significant?
Can GAO make a
contribution and
is the work appropriate
for GAO examination?

Can GAO adequately
respond to the assignment’s
objective(s) in a timely
manner?

Will the scope and
methodology adequately,
yet efficiently, address
the assignment’s
objective(s)?

Does a reportable message
exist and, if so, does the
message warrant the
additional expenditure

of resources?

Does a customer exist for
GAO's BLR work?

# Does the work duplicate

# that of sister agencies, IG,

# or other entities? Could

# other entities better perform
# this work?

During each assignment phase, staff and management must
continually monitor the progress in meeting the stated objectives
and consider modifications based on the following key questions:

Data Collection/

Analysis Phase
(ch. 6.3)

Is the assignment
progressing as planned
to ensure that a product
can be delivered in time
to meet the user’s needs?

Should the objectives,
scope, methodology, or
resource requirements
be modified to better
meet the user’s time
frame?

Is sufficient, competent,
and relevant evidence
being collected to
support the necessary
elements of a finding?

Do all key parties agree
on the message to be
presented, the form and
the timing of the product,
and who will sign the
product?

Product Preparation

Phase
(ch. 6.4)

Does the product meet
all reporting standards?

Has the product received
adequate internal and
external review and
coordination?

Have the agency's views
been adequately considered?

Is the product ready for
final processing?

Will the product be
issued in time to meet
the user’s needs?

Does the product meet
the assignment’s objective(s)?
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Issue area directors/regional managers (when assigned
responsibility) and division and office heads are responsible for
ensuring that

initial contact is made with the requester within 2 weeks,

assignment teams are staffed with persons having the required skills
and expertise,

appropriate questions have been answered before proceeding to the
next assignment phase,

agreements are reached at key decision points,
continuing oversight of all assignments is exercised, and
applicable auditing standards are complied with.

Assistant directors/assistant regional managers (when assigned
responstbility) or their designees are responsible for

initiating and maintaining communication with requesters,

initiating discussions with potential congressional customers on BLR
assignments,

ensuring internal and external coordination,

complying with liaison arrangements with agencies,

ensuring that an understanding of performance expectations exists,
continually monitoring assignment progress to ensure that key
issues—reportable message, customer interest, GAO contribution,

and timeliness—are addressed in reaching assignment decisions,

assessing performance of EICs and ensuring that they prepare
performance appraisals and counsel assigned staff,

reviewing workpapers prepared by EICs,
providing input during the drafting of the product,

keeping issue area directors/regional managers informed of major
developments and seeking their assistance in resolving problems,

certifying conformance with all applicable auditing standards,
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¢ establishing a followup plan for recommendations made, and
¢ reporting accomplishments when achieved.
EICs/project managers/site supervisors are
¢ jnitiating assignment authorization documentation;
¢ preparing the assignment plan and decision paper;

* compieting the MATS job initiation forms using JSS and keeping the
MATS information up to date;

¢ collecting, analyzing, and summarizing data;
¢ drafting and revising the product as necessary;

» providing substantially full-time supervision over all aspects of
assignment completion;

¢ organizing the one-third point assessment and the message
conference;

* initiating changes to assignment plans or resource requirements
whern needed,;

¢ keeping issue area directors/regional managers and assistant
directors/assistant regional managers informed of major
developments and seeking their assistance in resolving problems;

¢ assessing performance of assigned staff; and

¢ performing the assignment in accordance with applicable auditing
standards.
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Chapter 6.1

Initiating Assignments

]
GAO’s policy is to initiate individual assignments as quickly as

P Ohcy possible to ensure that the resulting information is timely and meets
users’ needs,

Approach

Objectives to be addressed in individual assignments are generated
by written or oral congressional requests or as part of the longer
range issue area plans and annual work plans. For those initiatives
generated through legislative mandates, the signed legislation
generally provides the objectives of the assignment.

In most cases, request letters from committee and subcommittee
Chairs, Ranking Minority Members, and individual Members to the
Comptroller General are the starting points for GAO's assignments.
In some instances, however, staff learn of proposed or anticipated
requests during periodic meetings with congressional staffs. Such
discussions should be documented with congressional contact
memorandums, which are addressed to the Office of Congressional

. Relations (OCR) and can form the basis for new starts. While GAO
recognizes these as formal requests, the preference is to have them
documented with proper request letters.

Issue area directors, before agreeing to do new work, should
consider the feasibility of doing the requested work as part of an
ongoing assignment or satisfying it with prior work done in the area.
Before starting a new assignment, issue area directors should
determine whether the issue meets GAO’s work priorities (see ch.
3.0, “Supporting the Congress-Policy Summary”) and is consistent
with the issue area plan (see ch. 5.1, “Program Planning—Issue Area
Plans and Updates”). Issue area directors should discuss any
current limitations, including staff availability, with
congressional staff before committing to do the work. Discussions
of proposed work should be documented in congressional contact
memorandums.

GAO staff should be aware of legislative mandates for GAO work.
Generally, staff work with the individual committees when the
legislation that specifically requires GAO work is being drafted.
Once the legislation is passed, GAO staff should begin working with
the appropriate committees to ensure that GAO meets the objectives
of the mandate.
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Acknowledging Requests

Assigning Unit
Responsibility

Making Initial Contact

In many instances, GAQO begins assignments to meet its overall basic
legislative responsibilities. In these cases, responsible units propose
assignments through their annual work plans and the longer range
issue area plans that address key issues that could contribute to
overall congressional debate and deliberations. These assignments
should be initiated in time to facilitate congressional use of the
results of such work. Staff on these assignments should maintain
contact with those congressional committees that could act on the
results of such efforts.

OCR acknowledges the receipt of written requests for audit/
evaluation work promptly--usually within 24 hours or by the next
workday. The acknowledgement, however, is not a substantive
response committing GAO to a defined scope of work or timing.
Whether GAO actually undertakes work as a result of the request or
employs some other means of satisfying the request should be
determined by the division or office assigned responsibility.

OCR assigns congressional requests to the division or office having
primary subject matter responsibility. OCR then enters the request
data into the Mission and Assignment Tracking System (MATS), and
MATS generates a master request report that is transmitted to the
assigned division or office for action. Any questions on assignment
responsibility should be resolved between the divisions and OCR.
The Office of Program Planning (OPP) is available to assist.

In assigning this responsibility, OCR provides the unit any known
background on the request, such as sensitive areas that require
special consideration and insights on referring the requester to other
sources that could meet the requester’s needs more appropriately.

The division or office assigned the response is responsible for
making a prompt initial contact with the requester to begin
resolving how GAOQ can best respond to the request. After the
division or office receives the request, initial contacts must be made
within 2 weeks. Such contacts are normally face-to-face contacts to
define and clarify the objective; when such clarification is not
necessary, contact may be made by telephone.

Initial contacts should reinforce the fact that congressional requests
are GAO’s top priority. Initial contacts also provide useful
information on the requester’s needs and time frames, helping GAO
set priorities.

More specifically, the issue area director, regional manager, and/or
assistant director should discuss the proposed work with the
requester and
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Documenting
Agreements/Confirmation
Letters

ensure that he/she understands the request and its objectives;

discuss scope and methodology options that could fulfill the request
and their implications for substance and timing;

learn when the results are needed (including product type and
distribution arrangements) and work with the requester to determine
how his/her needs can best be met in the required time frame; and

explain how GAO informs agency officials of request work,
performs audits/evaluations and reports on them, and discusses the
results with affected parties.

Staff also should discuss GAO’s policy of disclosing the requester’s
name. In those rare instances where the requester objects to this
identification, the issue area director should not commit to
performing work on this assignment until the matter can be
addressed by GAO’s top management. Only in limited situations,
such as national security or sensitive investigations of agency
officials, will the Comptroller General and the Job Starts Group
(JSG) consider the initiation of an assignment with requester
anonymity.

Agreements reached with the requester should be documented in a
congressional contact memorandum, along with significant aspects
of the discussions that led to the agreements. When significant
changes to the request letier are negotiated or when sensitive issues
are involved or other events suggest that documentation may prove
desirable, staff should document these agreemenits with a
confirmation letter to the requester. These confirmation letters
should be sent promptly after GAO and the requester have reached
such understandings, and they generally should be signed by the
issue area director or regional manager.

The Communications Manual (CM), page 12.2-4, provides
information on the proposed content of these letters.

.}
Initiating
Assignments

The issue area director/regional manager (when designated) are
responsible for initiating and coordinating assignments. These
responsibilities include

defining staff needs and making arrangements for specialists needed,

assigning staff,
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Assigning Staff

Preparing Assignment
Documentation

assuring that assignment justifications and documentation are
prepared and data are entered into MATS and Job Starts Software
(JSS),

seeking division and office approval, and
notifying agencies to be examined.

The issue area director/regional manager generally assign the
evaluator-in-charge (EIC) and assistant director/assistant regional
manager. These individuals will make the initial contacts with the
requester and prepare the assignment documentation for work
undertaken.

Because of resource constraints or other staff obligations, key staff
may not be available when the request is received. In these cases,
the issue area director/regional manager must consider staffing
alternatives or negotiate delayed start dates with the requester.

As the assignment progresses, the issue area divector or regional
manager should ensure that the team collectively possesses the
desired skills to ensure quality work and timely completion.
Staffing requirements and availability must be continually monitored
to meet stated objectives and time frames.

Once issue area directors/regional managers determine that work on
an assignment will be done, the EIC is responsible for preparing the
MATS Job Initiation Report (GAO Form 300) and the New Job
Proposal (GAO Form 301) used to authorize GAO work. Both the
GAO Forms 300 and 301 should be prepared at the same time and
approved as a package and submitted to JSG no later than 14 days
after the initiation of an assignment. To initiate this documentation,
the EIC needs to know about

key organizational information, such as programming division; issue
area. code; job code; and, for congressional requests, the Controlled

Case Activity Report number(s);

key staff, estimated resource requirements, and preliminary target
dates for key decision points;

background on the assignment, assignment objectives or key
questions to be answered, and proposed methodology;

the potential impact and savings to be realized from the assignment;

how this assignment corresponds to GAO’s work priorities; and
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Input for the Research
Notification System
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Seeking Division/Office
Approval

the extent of internal and external coordination completed.

JSS enables the EIC to key in essential data elements for the
authorization documentation and electronically transmit these data

to divisions and offices for further processing. Much of the
information related to the data elements a anrl work priorities is

available in the computerized system. For further mformatlon on
filling out JSS and MATS forms for new jobs, see the JSS: Job Starts
Software, Version 1, Reference Manual, and the Mission and

Assignment Tracking System (MATS) Users’ Manual, chapter b.

The Congressional Research Service's (CRS) Research Notification
System (RNS) is used to provide the legislatively-mandated monthly
congressional report listing all investigations and audit and
evaluation projects undertaken by GAO. OPP electronically
transmits data on new jobs for inclusion in the RNS report using JSS
data.

JSS data should be prepared for all assignments. Division planning
and reporting staff should indicate in JSS whether each job should
be forwarded to CRS. All jobs should be forwarded to CRS when the
staff time will be charged to a new MATS code, except when the
assignment

requires less than 50 days to produce an additional product that is
a spin-off of an existing congressionally-requested job and needs no

new data gathering or analyses;

produces an internal product unrelated to a specific audit,
evaluation, or investigation; or

includes highly sensitive issues, such that disclosure would
compromise an ongoing investigation or involve a national security
problem. (These latter assignments are to be discussed with JSG
and, if deemed necessary, other arrangements will be made to notify
congressional leadership.)

Division and office management authorizes individual assignments
considering

existing workload,
backlogs,
congressional interest,

cost/benefit of jobs,
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Notifying Agencies

relationship of proposed work to GAO’s work priorities and annual
work plan/issue area plans,

potential GAO contribution,
timeliness to the Congress,
resource availability,

staff availability, and
special skill needs.

Assignments should be coordinated with other offices and
divisions, as needed, including those with issue area or primary
audit responsibility for the agencies involved. They also should be
coordinated with the agency’s Inspector General or its equivalent
and other legislative support agencies--the Congressional Budget
Office, CRS, and the Office of Technology Assessment. (See ch. 14.3,
“Agency Relations—-Other Legislative Support Agencies,” and GAO
Order 1420.1, “Cooperation and Coordination With the
Congressional Budget Office, the Congressional Research Service,
and the Office of Technology Assessment.”) Any questions regarding
coordination with other legislative support agencies should be
resolved with OPP.

Once an assignment has been authorized, the job starts forms are to
be approved by the division heads or directors for planning and
reporting and submitted to JSG as soon as practicable but not later
than 14 days after the assignment begins.

Before beginning an assignment, GAO notifies the agencies,
generally in writing, of the assignment to be undertaken. The 0175
series of GAO orders describe how to prepare these notifications for
specific agencies and CM, chapter 12.2, “Early External
Communications,” provides general guidance on the contents of
such letters.

In addition, GAO holds entrance conferences with agency officials to
provide an overview of an assignment and to answer questions. (See
ch. 14.1, “Agency Relations—-Executive Agencies and Other
Governmental Entities,” regarding GAO and agency personnel who
should generally attend entrance conferences and the topics that
should be discussed.) The results of an entrance conference should
be documented in the workpapers.
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JSG Review

After division or office approval, JSG reviews proposed assignments,
looking at all assignments starting in GAO and those moving from
the job design phase to the data collection/analysis phase or product
preparation phase if the assignment skips the data/collection phase.
The group, assisted by OPP, reviews assignment documentation and
relates questions or concerns. '

In reviewing individual assignments, JSG pays particular attention to
assignments that do not appear to meet GAO’s work priorities;

the worth of the proposed work given the anticipated assignment
cost and expected benefits;

whether a more appropriate entity to perform the work exists;
the role in which the assignment puts GAO and its sensitivity;
in-house or external coordination;

the scope and/or methodology and planned or actual use of
resources;

expertise available to conduct the assignment; or

assignments involving multiple regions in the job design phase or
assignments appearing to take an inordinate amount of time.

Divisions and regions should consider these matters when they
prepare their paperwork justifying assignments. To fully consider
the assignments, JSG must have the MATS Job Initiation Report
(GAO Form 300) and the New Job Proposal (for new assignments)
(GAO Form 301) or the Job Completion Plan (for assignments
moving from job design to another phase) (GAO Form 301).

Related Materials

Other Chapters
of This Manual

3, “Supporting the Congress.”
5.1, “Program Planning—Issue Area Plans and Updates.”

14.1, “Agency Relations—-Executive Agencies and Other
Governmental Entities.”
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Communications
Manual

GAO Orders

Other Publications

GAO Forms/Reports

14.3, “Agency Relations—Other Legislative Support Agencies.”

12.2, “Early External Communications.”

0170.1, “Coordination.”
0175 Series, “Coordination of Work at Individual Agencies.”
1420.1, “Cooperation and Coordination With the Congressional

Budget Office, the Congressional Research Service, and the Office of
Technology Assessment.”

Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1).

JSS: Job Starts Software, Version 1. Reference Manual.

300, “MATS Job Initiation Report.”
301, “New Job Proposal” (for new assignments).

301, “Job Completion Plan” (for assignments moving from job design
to another phase).

MATRO001, “MATS Master Request Report.”

MATR372, “MATS Master Job Report.”
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The Job Design Phase

Policy

GAO’s policy is to perform sufficient design work on an assignment
to ensure that the efforts are conceptually sound and well planned
before spending substantial resources on detailed work.

Approach

GAO undertakes assignments as a result of specific congressional
requests, legislative mandate, or as part of its basic legislative
responsibilities (BLR). In these instances, GAO must be assured that
it can make a contribution before expending scarce resources.
Assignments must be planned to use scarce resources in the most
efficient way to best meet the objectives, while producing a
reporiable message in time to meel users’ needs. Most assignments
begin in the job design phase, during which work is done quickly to
provide the necessary information for managers to decide whether
to continue the assignment to the data collection/analysis or product
preparation phases or terminate it.

At times, the assignment’s objective(s) and plans may have been
sufficiently defined through prior work so the assignment could start
in the data collection/analysis phase. In these cases, however, staff
and management must be assured that sufficient information exists
to answer the key questions of the design phase.

On the basis of work in various issue areas, GAO is aware of key
issues that are important to the Congress. GAQ identifies these
issues in the long-range issue area plans and annual work plans and
shares these with appropriate committees. These assignments are
started as BLRs; however, these could become congressionals if
requests are subsequently received. For these assignments, GAO
may need to determine customer interest and timing. In certain
cases, GAO may prefer to do the work under a BLR code and report
the results to the Congress as a whole.

The keys to a highly successful job are effective supervision and
continuous reassessments of the assignment’s objective(s) and
progress made toward achieving it within the plan. Prompt
decisions should be made to terminate an assignment that is not
doable or is not likely to produce desired results. Terminating
unproductive assignments is important because the resources will be
available for other assignments.
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.. |
Working Toward
Decision Point 1

Worth of Proposed Work

GAO’s Role and
Contribution

At the end of the job design phase, staff and management will be
deciding whether to terminate the assignment or whether sufficient
evidence exists for GAO to make a contribution by presenting a
reportable message.

As discussed in chapter 6.1, “Initiating Assignments,” within 2 weeks
of receiving a congressional request, GAO should meet the requester
to clarify the assignment’s objective(s) and establish a means by
which GAO can be responsive. While the initial contact may do
much to establish the framework by which GAO carries out the
assignment, staff and management must continually reassess the
expected benefits in light of resource expenditures.

Regardless of whether an assignment began as a result of a
congressional request or as part of GAO’s BLRs, during the job
design phase, staff and management should continually consider

the proposed worth of the work and the potential message,
GAO’s role and contributions,

customer interest,

timeliness of GAQO’s response, and

doability.

The worth of the proposed work should be demonstrated. This
requires considering two elements--anticipated assignment cost and
expected benefits. In this phase, it is not expected that detailed
staffing and cost estimates will be known, but approximate total
resources required for assignment completion should be considered
in relation to expected results. Staff could continually reassess the
proposed work in light of GAO’s work priorities (see ch. 3.0,
“Supporting the Congress--Policy Summary”).

In determining the potential worth of an assignment, staff and
management should compare the best potential message expected
and time frames as well as the minimum message to be presented.
Resource allocations should be considered from those perspectives
as well as the likelihood of achieving the desired option. This
comparison permits tradeoffs in performing GAO’s work.

Continual consideration should be given to whether the assignment’s
objective(s) is appropriate for GAO’s examination and prospective
contribution. Questions to be resolved include the following:
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Does GAO have the necessary access to data to conduct the
assignment?

Is GAO’s independence a key factor in making its contribution
unique?

Can GAO add significantly to the issue?
Is the contribution commensurate with the investment?

Will GAO be able to perform high-quality work in sufficient detail to
accomplish the objective in a timely manner?

Has anyone else performed work in the area, and to what extent can
GAO rely on it?

Can the issue be developed and is anyone likely to act on the results
developed?

Should GAO market the results and, if so, what strategies should be
used?

Is the issue sensitive or controversial? Should special steps and
precautions be taken?

Is the issue being litigated?

If so, staff should carefully consider GAQO's policy of not usually
expressing opinions on such matters or doing work that might
interfere with the legal process. (See Communications Manual (CM),
p. 12.15-4.)

Does the objective involve potential criminal matters that could be
recommended for prosecution? Does the issue involve current bid
protest considerations, or are there prior issued decisions?

If so, staff should contact the Office of Special Investigations and the
General Counsel, as appropriate, for advice.

Does the objective involve a major agency decision in process?

If so, staff should exercise caution and consult with division
management before intervening in the decisionmaking process. This
is particularly important when the potential exists for GAO to release
sensitive information that might put the government or other parties
at a disadvantage. Examples include information on planned
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Customer Interest

sensitive procurement or potential government programs whose
details have not been made public. (See CM, p. 12.15-5.)

Most GAO assignments are initiated in response to congressional
requests and, in these cases, customer interest is generally

established. However, even under these circumstances, staff should

periodically consult with requesters to clarify expectations and
ensure that the objective(s), methodology, timing, and
communication strategy remain acceptable.

In responding to congressional requests, GAO staff should

maintain effective communications with the requester throughout
the assignment;

refer requests (as appropriate after discussing with the requester) to
other legislative support agencies, agency Inspectors General (IG),
internal audit groups, or other sources if they can meet the
requester’s needs in a more timely manner;

suggest broadening the scope of narrowly focused requests, if
needed, to (1) be more responsive to requesters’ needs; (2) provide a
more balanced and representative perspective; or (3) avoid the need
for restrictive qualifications in the objectives, scope, and
methodology statement;

suggest narrowing the scope of a request when the requester needs
only a limited amount of information and/or the scope of requested
work is too broad and impractical or impossible to do; and

suggest combining similar requests or modifying ongoing
assignments to include the subject matter of new requests.

For BLR assignments, GAQO staff should identify which
congressional committees or Members are responsible for the
subject matter of the assignments and consult with them to
determine their interest and concerns. When appropriate and
feasible, the proposed GAO work should be adapted to those
concerns to better meet congressional needs. In these cases, GAO
should establish a continuing dialogue with responsible committees.

The Office of Congressional Relations should be consulted and kept
informed of all significant developments, agreements, and
commitments through the use of congressional contact
memorandums.
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Considering Timeliness

Doability

Throughout an assignment, the broad parameter of customers’
deadlines and information needs should be reevaluated in light of
potential emerging issues. As such, staff should remain flexible to
adjust plans and strategies to respond to these changing needs.
Questions to be answered include the fol!owing:

What are appropriate target dates for product issuance and are these
realistic?

Will using alternative objectives, scope, and/or methodology enable
GAO to meet target dates?

Can target dates be met if anticipated product types are changed?

Are the objectives of continuing interest and therefore not time
critical?

An overriding consideration for underiaking assignments is
whether GAO actually could perform the necessary work in the time
Jrames required. Although GAO's role and contributions, the
assignment’s proposed worth, and customer interest clearly may be
established, the overall doability may be questionable because of
lack of resources, expertise, or available data to satisfy the request.

In such cases, management and staff should reassess the
assignment’s objective(s), scope, and methodology in view of the
proposed time frames and determine whether some alternative
means could satisfy the request. In those rare cases when an
assignment is not doable in its existing format, management and staff
should consider recommending that the objectives be redefined; the
scope be narrowed; a different methodology be used; the time
frames be expanded; or alternative information source, such as
agency IGs or other legislative organizations, satisfy the request.
Terminating the effort could be a logical outcome of this assessment.

Reaching Key
Decisions

I

During the job design phase, staff should perform sufficient work to
contribute to the decisions reached on the assignment and to
perform certain tasks to

validate or redefine the assignment’s objective(s) and potential
message,

formulate specific question(s) to address the assignment’s
objective(s),

Page 6.2-5

Policies/Procedures Manual November 1992



Chapter 6.2
The Job Design Phase

Validating/Redefining
Objectives

oW 3 H o ko

establish the assignment scope,

establish a methodology that best responds to the assignment’s
objective(s),

obtain general background information,
test transactions, and

prepare a detailed assignment plan for those assignments
progressing to the data collection/analysis phase.

On the basis of the information obtained from the above tasks, staff
and management should be able to reach key decisions regarding the
assignment.

For congressional requests, the request letter provides an initial
assignment objective, which could be clarified during the initial
contact. But, on the basis of subsequent work, staff may need to
validate or redefine the cited objective.

Objectives for GAO’s self-initiated assignments are usually defined
through issue area or annual work plans. They may be general or
broad (for example, review the administration of a certain program),
or they may take the form of specific questions (for example, did an
agency award a contract or a grant in accordance with regulatory
requirements?).

Validation requires that staff determine if the objective(s) is
reasonable and appropriate for GAO’s attention. This involves
understanding the context and issues surrounding the assignment’s
objective(s). Knowledge of public policy formulation and issue area
management can help in identifying and understanding issues. Staff
should review an issue’s background and history as well as
determine the reasons for the request, the key players with an
interest in the issue, the public perception of the issue, and how the
information GAO develops might be used.

Questions to answer in validating the assignment objective(s)
include the following:

How does the objective(s) conform to the program plan?
Is the objective significant and does it warrant GAO attention?

What are the alternative approaches to address the objective(s)?
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Formulating Specific
Questions

Has GAO recently addressed the objective(s) and, if so, does GAO
need to reexamine it?

Have other organizations (agency IGs or other legislative support
agencies) recently done work in this areaf?

As the assignment progresses, the objective(s) should become more
focused on specific questions to answer. This refinement and
focusing may be unnecessary if the assignment’s original objective
was a specific question.

Focusing on questions involves testing assertions to determine if
they are consistent with information being developed. The process
of formulating questions

fosters discipline and precision,

facilitates clarity,

focuses attention on alternative ways to get answers,

helps establish the underlying logic needed to be responsive,
permits the establishment of manageable segments,

guides project design, and

structures the presentation of communication products.

Translating the objective(s) and questions into a series of
subquestions is often helpful. All questions or subquestions should
be phrased in such a way that GAO can, in fact, answer them on the
basis of reasonable criteria.

Most questions in GAO’s work are descriptive, normative, program
impact, or prospective. Descriptive questions ask for information
about a condition or an event. Normative questions require that a
condition be compared with a criterion; impact questions establish
how a condition differs from what it would have been without a
program or a policy. Prospective questions examine the likely
impact of one or several alternative proposals for addressing a
particular problem. Additional information on types of assignment
questions is discussed briefly in chapter 9.1, “Procedures for
Developing Findings, Conclusions, Recommendations, and Matters
for Congressional Consideration,” and described more fully in
Designing Evaluations (GAO/PEMD-10.1.4).
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Establishing the
Assignment Scope

Assignment questions are formulated before developing the design
by which they will be answered. However, design problems, which
should be discussed and resolved with the requester if it is a
congressional request, may lead to modifying the assignment
questions.

The relationship between the assignment’s objective(s) and the
methodology used to address it is the assignment scope. Scope is
affected by the complexities of the issue to be addressed, the work
environment and conditions GAO will be working in, and the
availability of necessary data. It is influenced by the methodologies
selected, the time frames allotted to collection and analysis
activities, and the availability of GAO resources to implement the
assignment plan.

Generally, scope relates to the number of sites or field locations
visited, the time frames covered by the examination, and the depth
of coverage of audit/evaluation steps necessary to ensure that all
audit standards have been met. In establishing the assignment
scope, staff must determine

the type of assignment question and which elements—cause, criteria,
condition, or effect-may be necessary to constitute a finding;

the degree to which GAO wants or needs to generalize its findings
(that is, to an entire program or function or to only a part of it);

kinds of information that will be needed to answer the questions (for
example, whether anecdotal data are acceptable);

what time frames should be explored (that is, time elapsed since
program inception or a more recent number of fiscal years);

how available the required data are for collection and analysis; and

whether the objective calls for assessing internal controls;
compliance with laws and regulations; or verification of computer-
processed data and, if so, whether the levels of risk involve
modifying the degree of testing required.

After preliminary data tests, either the scope and/or the methodology
of an assignment may require revision to meet the stated objective in
a timely manner. Conversely, if assignment scope remains the most
critical element, staff will need to carefully negotiate time frames
with the requester to ensure that sufficient, competent, and relevant
evidence can be obtained and analyzed. Therefore, staff and
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Establishing
Methodologies to
Meet Objectives

management should keep abreast of these interacting factors and
modify the assignment plans accordingly.

Determining overall scope generally includes tradeoffs. For
example, in some instances, a more narrow scope or different
methodology would result in a less powerful message, but the work
would be accomplished in the established time frames. As such,
management and staff should consider these tradeoffs and at times
present alternatives to the requester while mindful of GAO’s
responsibility to provide sufficient information to contribute to
overall improved government actions.

A critical part of this assignment phase is considering olternative
methodologies to meet the assignment’s objective(s) and selecting
the one that will satisfactorily meet the assignment’s objectives.
(See ch. 10.0, “Methodology--Policy Summary.”)

The following questions should be considered in examining
alternative methodologies:

Will proposed methodologies develop the needed elements of a
finding?

Is the methodology reasonably related to the conclusiveness of the
information required, e.g., generalizability and validity?

Is the rationale for selecting locations or informed sources of
accurate information adequate? Is the extent of proposed data
collection necessary to attain objectives, or is it excessive? For
example, will performing the assignment in fewer states yield valid
results?

What are potential data collection problems? For example, can
GAO rely on information collected or compiled by others, with
appropriate testing to ensure accuracy and reliability, instead of
spending substantial staff resources developing its own information?

(See Assessing the Reliability of Computer-Processed Data (GAO/OP-
8.1.3) for additional guidance.)

How do alternative methodologies affect the timeliness of the
product?

Given methodological constraints, can alternative but sufficiently
useful objectives be postulated?
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Obtaining Background
Information

Testing Elements in the
Audit/Evaluation Plan

A methodology should be selected, after considering alternatives,
that meets the assignment’s objective(s) as efficiently as possible.
When appropriate, assistance should be sought from programming
divisions’ or regional offices’ technical assistance or economic
analysis groups, the Program Evaluation and Methodology Division,
and the Office of the Chief Economist.

The extent of information to be collected and reviewed varies by
assignment and depends on staff’s knowledge of the area/program.

Typically, information reviewed or collected involves
reviewing the legislative background,

reviewing prior audits/evaluations with attention given to
methodological issues and substantive findings and
recommendations,

reviewing agency records,

interviewing key agency officials at headquarters and in the field,
interviewing program beneficiaries, and

examining program regulations and procedures.

To learn if the planned design will actually work i+ essential. Testing
also helps to determine whether the planned design will be
excessively costly or time consuming to execute. The degree to
which GAO needs to test transactions or pretest data collection
plans during the job design phase varies by assignment and by GAO’s
experience with examining a particular agency/activity.

In testing transactions, the key element to be evaluated is the
adequacy of an agency’s procedures and systems. Staff are expected
to do some transaction testing to assure that the agency’s systems
are working as designed. This valuable insight, if done properly,
can significantly impact the assignment plan. The more effective the
systems and the more GAO can rely on the systems, the less testing is
generally expected. To test these transactions, staff should

review agency self-evaluations and reports required by the Federal
Managers’ Financial Integrity Act,

assess the internal controls structure and determine the level of risk,

assess compliance with applicable laws and regulations,
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Preparing the
Assignment Plan

determine the level of reliance that could be placed on the work of
others,

determine the quality of computer-processed data if the objective
relies heavily on this data source, and

test a limited number of transactions to determine if policies and
procedures are followed.

Testing strategies also may include

checks to ensure that the chosen information sources are available
and knowledgeable;

questionnaire and structured interview pretesting; and
model testing, verification, and validation.

The design is typically tested at various stages of development, but
most importantly tests and checks are administered before the data
collection phase begins and again before starting the analysis phase.
If, at any stage, plans cannot be implemented as expected, the
assignment questions may need revision. Revisions should be
discussed with management and may need to be renegotiated with
the congressional requester.

As preliminary data and information are obtained, analyzed, and
tested, tentative conclusions (including potential savings, benefits,
or other impact) and potential recommendations emerge. As this
phase continues and evidence accumulates, the results should
continue to be compared with tentative conclusions.

In all instances, the totality of evidence obtained must be objectively
analyzed and interpreted. Sometimes, emerging or tentative
conclusions or recommendations are later proved invalid; staff must
maintain an objective attitude to ensure that GAO’s products are
based on solid evidence and sound logic.

During the assignment initiation stage, staff should have outlined the
basic tasks to be completed during the job design phase. As the job
design phase progresses, staff should prepare the detailed
assignment plan or evaluation design that will be needed in the next
phases.

Extensive detail is not always necessary in preparing plans, and they
should be adapted to meet the needs of the assignment. For
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example, an assignment plan involving multiple field locations and
regional offices would generally have more detail than a plan for an
assignment staffed by one or two persons with all work to be done at
an agency's headquarters. Also, a plan is generally less detailed for
staff more experienced with the subject matter. However, regardless
of their detail or complexity, assignment plans should

state the assignment’s objective(s) and questions to be answered;

the line of reasoning or the methodology to address the objective(s)
and answer the questions;

identify information needed, tasks to be performed, and key
management decision points;

identify those responsible for (1) obtaining and analyzing
information or for performing other tasks and (2) preparing and
reviewing the expected products (including workpapers);

identify expected beginning and completion dates for major work
segments and estimated staff-days;

determine what and where data are to be collected and how they
will be analyzed;

promote efficient performance by sequencing activities and
organizing work and staff around assignment outputs;

provide a mechanism for monitoring; controlling; and, where
necessary, redirecting the assignment during the data collection/
analysis phase;

determine the communication vehicle that will best meet objectives
and achieve expected results considering the customer’s timing
requirements; and

establish how generally accepted government auditing standards
applicable to the assignment will be addressed.

Before an assignment plan is finalized, developing a data analysis
plan should be considered. This requires that the projected
information collection and analysis activities be carefully considered
to determine how the collected information will be manipulated,
portrayed, compared, or analyzed. Careful planning makes it more
likely that sufficient information will be collected to support firm
conclusions and that accumulation of unnecessary information will
be avoided.
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The issue area directors/regional managers should ensure that the
assignment plan complies with applicable government auditing
standards. For more details, refer to chapter 4.0, “Standards—Policy
Summary,” and the more detailed policy guides—Assessing

Compliance With Applicable Laws and Regulations (GAO/OP-4.1.2),
Assessing Internal Controls in Performance Audits (GAO/OP-4.1.4),

and Assessing the Reliability of Computer-Processed Data (GAO/OP-
8.1.3)-for additional guidance on meeting the standards.

- =
Decision Point 1

Continuation Decision

At the end of the job design phase, staff and management should
decide whether the assignment should proceed to the data
collection/analysis phase or be terminated.

In rare cases, the job design phase may have produced sufficient
evidence to support a reportable message and message agreement
was reached. In these cases, the assignment could skip the data
collection/analysis phase and proceed directly to the product
preparation phase.

When expending additional resources would not result in intended
benefits, GAO staff should terminate the assignment. For
congressional requests, however, the staff should meet with the
requester and explain the decision. In some instances, however, the
requester will still require GAO to perform work on the issue and, in
these cases, management and staff should take the steps necessary
to respond to the request but minimize resource expenditures.

Since completion of the job design phase is a major decision point,
issue area directors/regional managers and division management
must decide whether to proceed with the assignment. To facilitate
these decisions, the evaluator-in-charge (EIC) generally should
develop a written summary (decision paper), which provides
information needed for these decisions. The decision paper should
be succinct and include

objectives to address and questions to answer;

methodology to use (including sampling, data collection,
verification, and analysis plans);

contribution(s) that GAO expects to make and the assignment’s
relation to a broader strategy;

e

costs, staff-days, and critical time frames to be met;
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customer interest; and
potential message.

GAO divisions and, in some cases, issue area directors in divisions
require staff to complete decision and/or design papers. Although
the formats for completing these papers often differ, staff are
requested to provide information similar to that described above.

Once the decision to continue has been made, the EIC is responsible
for preparing the Job Completion Plan (GAO Form 301) and making
appropriate changes to the MATS Form 372. After division approval,
the Job Completion Plan is forwarded to the Job Starts Group for
review.

Related Materials

Other Chapters
of This Manual

Communications
Manual

GAO Orders

Other Publications

3.0, “Supporting the Congress-Policy
Summary.”

4.0, “Standards—-Policy Summary.”
5.0, “Program Planning--Policy Summary.”
6.1, “Initiating Assignments.”

9.1, “Procedures for Developing Findings, Conclusions,
Recommendation, and Matters for Congressional Consideration.”

10.0, “Methodology--Policy Summary.”

12.15, “Special Consideration and Handling of Classified, Restricted,
and Sensitive Information in GAO Products.”

0175 Series, “Coordination of Work at Individual Agencies.”
1420.1, “Cooperation and Coordination With the Congressional

Budget Office, the Congressional Research Service, and the Office of
Technology Assessment.”

Assessing Compliance With Applicable Laws and Regulations (GAO/
OP-4.1.2).
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Assessing Internal Controls in Performance Audits (GAO/OP-4.1.4).

Assessing the Reliability of Computer-Processed Data
(GAO/OP-8.1.3).

Mission and Assignment Tracking Systeni (MATS) Users’ Manual
(GAO/OIMC-6.1.1).

Designing Evaluations (GAO/PEMD-10.1.4).

GAO Forms/Reports 301, “Job Completion Plan.”

MATR372, “MATS Master Job Report.”
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The Data Collection/Analysis Phase

Policy

GAO’s policy is to efficiently obtain and analyze data necessary to
reach supportable conclusions and recommendations and to
formulate useful products for approved assignment objectives.

Approach

Most GAO assignments go through all three assignment phases. In
some instances, however, such as spin-off efforts, some assignments
may either begin in the data collection/analysis phase or skip it
entirely. This flexibility is necessary to ensure that GAO products
are delivered in time to meet users’ needs.

To enter this second phase, the assignment team must have reached
key decisions regarding customer interest, timing, reportable
message, and so forth and have developed an assignment plan. The
data collection/analysis phase involves carrying out the assignment
plan or the evaluation design. It is the stage when GAO staff develop
and analyze the collected data to support findings, conclusions, and
recommendations.

In those rare instances when an assignment spins off from an
existing or previously completed assignment and begins in the data
collection/analysis phase, staff and management must be assured
that the questions that would have been answered during the job
design phase are considered when identifying the additional data
to be collected and analyzed. At a minimum, staff should develop a
streamlined assignment plan to identify

the objective(s) to be achieved and the questions to be answered;

the information needed and the tasks to be performed to obtain,
verify, and analyze the data;

staff responsible for performing and reviewing the work; and

estimated time frames for the message conference and message
agreement.

For assignments beginning in the data collection/analysis phase, staff
should follow the guidance in chapter 6.1, “Initiating Assignments,”
regarding the preparation and approval of job initiation
documentation.
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For those rare assignments that skip the data collection/analysis
phase because sufficient evidence was collected during job design or
in previous assignments, staff and management must be assured that
the assignment will meet all quality standards and that the overall
message is agreed to before entering the product preparation phase.

. |
Working Toward
Decision Point 2

Monitoring Progress
and Modifying Plans

The data collection/analysis phase involves carrying out the
assignment plan or redirecting it so that data are efficiently
collected, analyzed, and summarized to support GAO’s findings,
conclusions, and recommendations.

An important priority for effectively performing assignments is that
work progress be closely monitored. Key questions to consider are
as follows:

Is GAO asking the right questions? Or should they be modified to be
more responsive to customers’ concerns?

Are the scope and the methodology appropriate to answer these
questions?

Is high-quality evidence readily available?

Is the evidence being collected sufficient to support conclusions and
possible recommendations?

Is work progressing satisfactorily and on schedule?

During the data collection/analysis phase, the principal supervisor
designated to work full time on the assignment—-normally the
evaluator-in-charge (EIC)/project manager or the site senior—is
primarily responsible for day-to-day monitoring and supervision.
Others in the supervisory hierarchy also should monitor and review
work progress to the extent reasonable and consistent with their
responsibilities.

Any deviations from estimated target dates or staff-day estimates
should be carefully considered. If actual work progress is
proceeding faster than anticipated in the assignment plan, the
estimated time frames for assignment completion and authorized
staff-days should be reevaluated and revised if necessary.

If, however, work is proceeding more slowly than planned, the
following questions should be considered:
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Collecting and
Analyzing Data

Will alternative communication strategies enable results to be
reported on time and meet users’ needs? (Requesters should be kept
informed of any changes in completion dates.)

Can objectives be redefined to enable more timely completion of
work?

Can the methodology or the scope be modified to enable work to be
completed sooner?

Can assignment progress be brought back on schedule by assigning
more staff?

In monitoring work progress, supervisors should ensure that
assignments comply with GAO standards.

Data and other information should be collected and analyzed in
accordance with the assignment plan. The following are some
principal questions to answer during this process:

Are all needed data and information being made available? Or must
GAO enforce its access authority?

Do the data and evidence being obtained meet GAO's standards of
competence, relevance, and sufficiency?

Are data and evidence fully documented in the workpapers?

Are workpapers complete, accurate, relevant, clear, understandable,
legible, and neat?

Have any inconsistencies in data or information been resolved?

If data and information are not readily available, are alternative

data collection strategies feasible? What changes will be necessary
in the assignment plan, assignment target dates, and authorized staff-
days?

Are the elements of a finding—condition, criteria, cause, and effect--
being identified and developed to the extent appropriate to the
assignment’s objective(s)?

Are conclusions and recommendations consistent with the
evidence, responsive to assignment objectives, constructive, and
convincing?

Page 6.3-3

Policies/Procedures Manual November 1392



Chapter 6.3
The Data Collection/Analysis Phase

Data Summarization

One-Third Point
Assessment

The appropriateness of the scope and the methodology should be
reassessed as this phase proceeds. Assignment plans should
promptly be changed if planned work will not attain the assignment’s
objective(s) or is more extensive than necessary. For example, if
data gathered from fewer sources or covering a shorter period would

. N .
be adequate to meet the assignment’s objective(s), the scope should

be reduced.

For more information on data collection and analysis, see chs. 10.4,
“Methodology—Collecting Information,” and 10.5, “Methodology--
Performing Analysis.”

Summarizing data lets reviewers see what was done and the depth of
the support. Workpaper summaries may be appropriate when
numerous data are obtained from many sources or when a key issue
is being developed for the final product. Summaries also may be
appropriate when an issue not included in the final product is the
subject of followup work.

Summaries should

succinctly recap significant information developed in an assignment
or an assignment segment and

be indexed to the workpapers to efficiently guide reviewers to the
supporting information and data.

The extent and type of summarization should be adapted to the
needs of the assignment and may consist of statistics and/or a
narrative about information obtained, including proposed findings,
conclusions, and recommendations.

Each workpaper binder may contain its own summary, or a single
summary may summarize work in several binders. For more
information on workpaper summaries, see chapter 11.1,
“Workpapers.”

After one-third of the calendar days between the completion of job
design and the estimated date for message agreement have elapsed, a
meeting should be held to reach agreement on the second key
decision point. The purpose of this meeting is to bring together
management and staff to

assess overall assignment progress and determine whether goals are
being achieved,
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Working Toward
Decision Point 3

Message Conference

make any needed modifications to the assignment’s scope and
assignment plan,

modify the proposed product type and estimated issuance date,

identify additional resource needs and revise estimated staff-day
authorizations, and

write a brief statement of the expected product message and/or
prepare a preliminary product outline.

Key personnel, including issue area directors/regional managers,
generally should participate and, when this is not possible, their
concurrence on key decisions should be obtained and documented.

Decisions reached at the one-third point assessment should be
documented through a summary or a memorandum, and copies
should be circulated to those with supervisory responsibilities. A
copy of the document should be included in the master job file. A
sample one-third point assessment check sheet is included as
appendix I. Once the one-third point decisions are reached, the EIC
is responsible for updating the MATS Master Job Report (MATS
Form 372).

At the conclusion of the one-third point assessment, all required
modifications to the scope, assignment plan, and staffing
requirements should be accomplished. Staff then should continue to
collect and analyze the necessary data and complete all required
tasks associated with the assignment. During this stage, all work
performed and data collected must be continually monitored to
ensure that work will achieve the assignment’s objective(s) and be
completed within projected time frames.

Near the completion of audit work, staff and management generally
should meet again to finalize message agreement. In most
instances, a message conference will be held. In some instances,
however, a less formal mechanism (such as a conference call or less
structured meeting of key participants) achieves the same purpose of
agreeing on the message of the final product.

The message conference should bring together key staff-issue area
director/regional manager, the assignment team, writer-editors,
technical advisers, and legal staff-to

determine whether audit work has been completed and whether it is
sufficient to support the desired message;
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Message Agreement

determine whether any additional audit/evaluation work should be
identified;

finalize the product’s message and to whom the message will be
conveyed;

assess the validity of the proposed recommendations on the basis of
the facts and the soundness of the conclusion reached;

finalize the form and timing of the product and who will sign the
product;

refine the product outline, develop “charge” paragraphs, and draft an
executive summary;

assign responsibilities for preparing product sections and for
consolidating the sections into a cohesive product; and

finalize decisions as to when, where, and how referencing and
product processing will be done.

Message conference results should be documented through a
summary or memorandum. Copies of the document should be
circulated for sign-off to those with supervisory responsibilities,
and a copy must be included in the master product file. At times,
depending on the message’s complexity, sensitivity, or potential
controversial nature, the issue area director should forward a copy
of the message agreement document to the division or office head to
keep top management apprised of the results of the assignment.

A sample message agreement check sheet (GAO Form 288) is

included as appendix II. Message Conferences: A Guide to
Improving Product Quality and Timeliness (GAO/OP-6.3.1) provides

additional guidance on planning, conducting, and documenting
message conferences.

At the conclusion of the message conference, staff should be ready
to concentrate their remaining time and efforts on drafting and
processing the final product. When some additional data collectior/
analysis work needs to be done, this should be accomplished while
the product is being drafted. Care should be exercised to make sure
that the draft product reflects the facts still under development.

Once the team has reached message agreement, the EIC is
responsible for updating the MATS Master Job Report (MATS Form
372).
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|
Keeping Customers
Informed

To preclude surprises, customers should be kept informed at
appropriate intervals throughout the assignment, and
circumstances causing significant changes in scope, objective(s),
or timing should be brought to the customer’s attention. Caution
and discretion must be used in advising customers of information
being developed since additional data and evidence obtained during
an assignment may lead to a reassessment of prior evidence and/or
GAO’s tentative position. Information used to support briefings
generally should be referenced but, as a minimum, must be
approved by the issue area director or regional manager.

Related Materials

Other Chapters
in This Manual

Communications
Manual

Other Publications

GAO Forms/Reports

4.0, “Standards--Policy Summary.”

6.1, “Initiating Assignments.”

10.4, “Methodology--Collecting Information.”

10.5, “Methodology--Performing Analysis.”

11.1, “Workpapers.”

13.0, “Supervision--Policy Summary.”

12.3, “Audit and Evaluation Products.”

Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1).

Message Conferences: A Guide to Improving Product Quality and
Timeliness (GAO/OP-6.3.1, Revised June 1992).

MATR372, “MATS Master Job Report.”
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Appendix [:
Sample of One-Third

Point Assessment
Check Sheet

Job Title:

Job Code:

Attendees/Units:

The following are critical factors that should be addressed at the
one-third point assessment. For those checked “no,” please provide
comments and identify the corrective actions that have been or will

be taken.
Objective: The assignment objective has been assessed and is appropriate.
YES NO
Scope: The scope of examination has been assessed and is appropriate.
YES NO
Methodology: The methodology was assessed and is appropriate. YES
NO
Evidence: The evidence being collected and analyzed meets the standards of
evidence and should support any findings, conclusions, or
recommendations developed. YES NO
Timing: Based on the progress to date, the assignment is progressing as

scheduled, and a product should be issued in time to meet the user's
needs. YES NO

Resources: Current resources are adequate to address the assignment objective
and issue a product within the established time frames. YES
NO
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Customer interest: We have briefed the requester and he/she is satisfied with the results
to date. YES NO

Reportable message: Based on the work to date, we anticipate the following reportable
message (attach separate sheet if necessary):

Products: Based on the work to date, the following product(s) will answer the
assignment objective and best meet the user’s time frame

Comments:

Other matters agreed to:

Unresolved issues or other
matters that could affect
product issuance:
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Estimated target dates: ___ Message Agreement (DP3)
Director Approval (DP4)
Product to Planning and Reporting
Product to agency for comment
Product to final processing

Product issued

Approvals:
Evaluator-in-Charge Date
Assistant Director Date
Regional Manager (if applicable) Date
Issue Area Director Date
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Appendix II:

GAO Form 288
Message Agreement
Check Sheet

United States General Accounting Office

GAO Message Agreement
Check Sheet

Job Title
Attendess/Units Attendees/Units
The following ars critical factors that should be add datthe ge cont

Message Soundness (Check (x) whether agreament has been reachsd. Sea attached document far content of message.)

1. Work addresses and product will answar onginal assignmesnt questions/objectives.

2. Appropriate elements of finding needed 1o address each assignmant q ion have bean identified

3. Evidence developed supports conclusions reached.

4. Recommendations propased are linked to the problems and causaes and are feasile, practical, and workable.

goonon

S. Proposed product itle and message have been agreed 10 and arae reflacted in the draft executive summary, product outline,
or or other documant attached.

Message Presentatlon (Check (x) if agreement was reachad on product type and structure.)

D 6. Praduct type saiected (s appropriate for type and length of message and time requiraments.
E] Chapter repont D Brisling rapont D Testimony
D Letter repornt D Fact sheet I:I Cther

r_—l 7 Graphics or other visuals 10 enhance message have been discussad, appropriateness considered, and agreed ta formats
are shown or descrnbed on documant attached.

D 8. Proposad ardsr of matarial In proguct has been agreed to and is shown below or on document attached.

Production Preparation and Processing
9 List the current action dates (if appiicabie) for the following:

Actlon Date Actlon Date
a. Submit completed first dratft to assistant director. g. Obtain oral commants from agsncy.
b Complete refersncing of first drait.

h. Natify requester of status and proposed message.

¢ Submn dratt 1o 1ssue area director i. Subme draft to 1ssue area director ncomorating
agency comments and referenced changes.

d Provide draft to other GAD unns for comment.

{. lssue final product. —
Compiste rafarancing of changes to draft.

f. Submn graft to agency far comment.

OPR:OP GAO Form 288 (3/91)
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10. List people responsible for drafting and processing product and ssgments or tasks assigned.

11. Describe otner matters agreed to.

12. Describe unresolved [asues or other matters that could affect product [ssuancs.

13. Evaluator-in-Charge 14. Date
15, Assistant Diractor 16. Date
17. Regioneai Manager (I appilcablae) 18, Date
19. issue Area Director 20. Date

21. Additlonal Commants (optionai)

GAQ Form 288 (3/51)
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Chapter 6.4

The Product Preparation Phase

Policy

GAO policy is to

communicate the results of its audits/evaluations using the product
type that best meets both the principal user’s needs and the
reporting standards and policies applicable to the assignment and

effectively follow up and assess the results of its assignments,
including appraising staff, managing workpapers and central files,
reporting accomplishments, and following up on recommendations.

Approach

The vast majority of GAO assignments result in the preparation of
one or more written products to satisfy congressional information
needs. When GAQO performs work under its basic legislative
responsibilities or as part of a legislative mandate, the final product
may be a report to the Congress as a whole, to one or more
congressional committees interested in the particular subject, or to
an agency official.

More frequently, however, GAO undertakes work at the request of a
specific congressional committee or subcommittee Chair, Ranking
Minority Member, or individual Member. In these instances, a
requester may be interested in one product or a series of related
efforts that respond to an overall need for information. Thus, a
congressional request can consist of one assignment with one final
product or multiple assignments, each with a final product.

During an assignment’s product preparation phase, management and
staff finalize the product according to the agreements reached at the
message agreement decision point. Generally, staff should not wait
until this phase to think about the product’s message and start
drafting segments of the final product. Staff should determine the
message as early as possible in the assignment process and refine
it as additional evidence is gathered to support or refule the
posilion presented.

In some instances, an assignment may begin in the product
preparation phase if sudden, unanticipated requests for a product
(for example, testimony) arise. In other cases, staff may have
developed sufficient evidence in the job design phase to address the
assignment objective and may proceed directly to preparing the
product,
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Regardless of whether an assignment progressed through all three
assignment phases or it began in the product preparation phase, staff
and management must be sure that the information presented is
accurate, sufficient, and credible and that the product will be
prepared tn time to meet the user’s needs.

Product Rules While most assignments progress through both the job design and

data collection/analysis phases before the product preparation
phase, sometimes a need arises to quickly issue an unanticipated
product based on current or previous work. Most likely, these
products result from supplemental requests for attributable
information by a requester.

For example, GAO may start to fully assess a certain program,
function, or activity, and, before all audit/evaluation work is
completed or a product prepared, the requester may require that
GAO testify on that program, function, or activity. To best meet the
requester’s needs, GAO could

¢ continue work on the original assignment and use some of the staff
to simultaneously prepare the testimony,

s discontinue work on the original assignment and begin preparing the
testimony, or

* assign a new team to prepare the testimony and allow the existing
team to complete the original assignment.

To better measure its responsiveness to the Congress, GAO
established product rules that track the actions taken in response to
each request for GAO services. Staff should establish a separate job
code for each principal product. That is, a request for a report and
one for testimony should be performed under two job codes.

Frequently, however, a request assignment may result in both a
principal product and a secondary product--oral briefing,
correspondence, or other written product(s), such as questions for
hearings--performed under one job code only. This happens when
the secondary product requires a minimal expenditure of resources.

The number of anticipated staff-days required for preparing the
product determines the degree of assignment authorization
documentation required. For more information on tracking multiple-
product assignments, see chapter 3 of the Mission and Assignment

Tracking System (MATS) Users’ Manual (GAO/OIMC-6.1.1).
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Working Toward
Decision Point 4

Director Approval

The culmination of any GAO assignment is the issuance of the final
product(s). But staff and management must not wait until the final
assignment phase to determine the overall product message and
begin drafting the final product. Rather, planning for the product(s)
should begin as early in the assignment as possible and be refined
throughout the earlier phases. As information is obtained and
analyzed, staff and management should periodically assess all
significant information as they formulate the product’s message,
timing, and communication strategy.

When all or most of the audit/evaluation work has been completed
and staff and management agree on the product message and the
timing and format of the final product, they begin to finalize the
product for issue area director approval.

Even in cases where a formal message conference is not held, such
as spin-off efforts to produce testimony or prepare for a formal
briefing or alternative communications, staff and management must
agree on the message before expending resources to develop that
alternative product.

During the product preparation phase, staff implement the
agreements reached during the message conference and finalize the
product for review and approval by the issue area director. Staff and
management are working toward the final assignment decision
point--director approval.

This final decision point (DP4) is reached when the issue area
director is satisfied that staff have prepared a high-quality product
that addresses the assignment’s objective(s), meets all reporting
standards, and is ready for review by the planning and reporting
director and the division head.

Before submitting any product for review by the division’s planning
and reporting director, the issue area director should answer the
following questions:

Does the product respond to the assignment’s objective(s)?

Does the product meet all reporting standards?

Will the product be issued in time to meet the user’s needs?

Has the requester been informed of the overall message so that no
surprises occur when the product is issued?

Have the agency’s views been adequately considered?
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Postissuance
Management Actions

Are the findings and conclusions supported with accurate,
sufficient, and relevant evidence and have any substantial revisions
since referencing been checked for accuracy and support?

Are the recommendations constructive, action-oriented, and cost
beneficial? Are they addressed to people who can act on GAO
recommendations?

Has the product received internal coordination and review by the
Office of the General Counsel and any other parties who should
review it—that is, the Office of the Chief Economist; the Office of
Special Investigations; other issue area directors; or appropriate
Assistant Comptrollers General for Planning and Reporting,
Operations, or Policy?

When the issue area director responds affirmatively to these
questions, he/she submits the product to the division’s planning and
reporting director for review. This review serves as the initial step in
processing the product for final issuance as outlined in chapter
12.14, “Processing and Distributing GAO Products,” of the
Communications Manual (CM).

If written agency comments will be obtained, the planning and
reporting director and division head also will see the product after
the comments have been incorporated and before final processing.
(See CM, ch. 12.11, “Agency Comments.”)

On particularly sensitive, controversial, or time critical assignments,
the issue area director should not wait until final processing to
consult with or request a review by the division’s planning and
reporting director or division or office head. Instead, this should be
done whenever it would benefit the overall product.

An integral part of planning and managing GAO’s work is the
final management actions taken for each individual assignment.
These actions should include

assessing job results and staff performance against planned
expectations and performance appraisal standards,

providing feedback for future improvement,
managing workpapers and assignment files,

reporting accomplishments,
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Preparing Performance
Appraisals/Providing
Feedback

Managing Workpapers
and Central Files

Reporting
Accomplishments

assuring that an effective plan for following up on product
recommendations is established, and

communicating innovative ideas for approaches or methodologies.

These final actions provide valuable information on the management
of current assignments that could be transferred to future
assignments. This is particularly important for developing a plan to
address recommendation followup activities.

An integral part of an assignment is comparing staff performance
with expectations and coaching staff for future improvement.
Performance appraisals are to be prepared at the end of assignments
or annually, but frequent, informal coaching should occur so that
staff can correct performance weaknesses and improve their
effectiveness. (See ch. 13.0, “Supervision—Policy Summary,” and
GAO Orders 2430.1, “Performance Appraisal Program,” and 2430.2,
“Annual Assessment,” for additional details on the performance
appraisal and annual assessment processes.)

During an assignment, staff gather considerable evidence in their
workpapers and maintain administrative information about an
assignment in central files. As part of final management actions,
management and staff should assure that

all workpapers have been properly assessed for classification and
prepared for storage,

all master product folders and master job files are complete to
provide an accurate record of the assignment, and

an appropriate retention period is established for all workpapers and
assignment files.

For additional information on the contents, storage, and retention of
workpapers and assignment files, see chapters 11.1, “Workpapers,”
and 11.2, “Assignment Files,” respectively.

All GAO staff should be alert for indications of actions taken by
agencies, the Congress, or others--based entirely or in part on
GAO’s work--that result in financial or other benefits. Such actions
should be reported on an accomplishment report (GAO Form 82).
These accomplishments contribute to an overall measurement of
GAOQ’s success in improving government operations.

The Office of Policy (OP) is responsible for the system that ensures
that all accomplishment reports meet GAO quality expectations.
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Planning for
Recommendation
Followup

Communicating
Innovative Approaches

H H It

Chapter 9.3, “Procedures for Accomplishment Reporting,” contains
instructions on identifying, categorizing, and preparing these reports.

Another integral part of assignment management involves
determining the actions taken in response to GAO’s
recommendations. GAO has established a centralized system for
following up on its recommendations. This system focuses on
making appropriate inquiries twice a year, when GAO Forms 66
covering each open recommendation are sent to the divisions and
offices responsible for updating the status of actions taken.

Ensuring that agencies effectively implement GAO recommendations
is an essential measure of GAQ’s overall effectiveness in improving
government operations. Therefore, management and staff should
ensure that an effective recommendation followup plan is
established for each assignmendt.

OP is responsible for the system that tracks open recommendations
and prepares the annual report to the Congress on the status of such
recommendations. For more information on recommendation
followup, see chapter 9.2, “Procedures for Recommendation
Followup.”

Before an assignment is completed, staff and management are
encouraged to identify

innovative approaches and methodologies that worked particularly
well and

systemic factors that caused the assignment to turn out differently
than expected.

Matters believed to have divisionwide or regionwide applicability
should be communicated to the division or office head. If staff think
that these innovative approaches should be applied GAO-wide, they
should communicate this to the Assistant Comptroller General for
Policy for consideration. Staff should use other forums, such as the
GAO Technical Conference, to share their experiences with new and
promising approaches and methods.

Related Materials

Other Chapters
of This Manual

9.2, “Procedures for Recommendation Followup.”

9.3, “Procedures for Accomplishment Reporting.”
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11.1, “Workpapers.”

11.2, “Assignment Files.”

13.0, “Supervision--Policy Summary.”
Communications 12.3, “Audit and Evaluation Products.”
Manual

12.11, “Agency Comments.”

12.14, “Processing and Distributing GAO Products.”

GAO Orders 2430.1, “Performance Appraisal Program.”

2430.2, “Annual Assessment.”

Other Publication Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1).
GAO Forms/Reports 66, “Followup on GAO Report Recommendations.”
. 82, “Accomplishment Report.”

MATR372, “MATS Master Job Report.”
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Tracking GAO Assignments

Policy

GAO policy is to use appropriate management practices and quality
data for monitoring an assignment’s progress, managing assignments,
allocating scarce resources, and measuring GAO’s effectiveness in
responding to congressional needs.

Overall Philosophy

H H o K

Organizational accountability rests with top GAO management to
ensure that scarce resources are allocated to those critical issues
that best contribute to congressional decisionmaking and requests
for other information. GAQO's primary management information
system, the Mission and Assignment Tracking System (MATS),
incorporates issue area planning and staff allocation modules that
provide managers with needed data. GAO’s Job Starts Software
(JSS) helps staff compile the information needed to approve a new
assignment or to move an existing assignment from the design phase
to another phase.

While these systems can be an invaluable aid in managing
assignments, they do not substitute for the sound management
decisions needed and expected at all levels. If used properly, these
systems can be proactive tools to aid timely decisions. They should
not be viewed primarily as a means to track missed assignment
goals.

While management information systems cannot replace day-to-day
oversight by supervisors and line managers, the information
generated provides an opportunity to make proactive management
decisions based on the progress of an assignment compared with
expected target dates. Yet, the decisions reached can only be as
good as the information upon which they are made.

Therefore, each staff member--whether administrative,
professional, or management--is responsible for maintaining
current and accurate information in the systems. Divisions and
offices are to establish systems of review and approval that ensure
the quality of the information tracked. Units should carefully
consider the information to be included and should achieve the spirit
of the systems by not circumventing the intent of the decision points.
For example, it is important that only limited field work be
performed in the job design phase—not the extensive field work
needed to complete the assignment.
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|
GAO’s Assignment
Information System

Output

GAO introduced MATS in 1991 as an assignment management tool.
It is a comprehensive assignment management system that
incorporates the necessary parts of current GAO-wide job
management systems—the congressional request tracking system and
the assignment tracking system. (For a description of the
subsystems, see ch. 1 of the Mission and Assignment Tracking

System (MATS) Users’ Manual, GAO/OIMC-6.1.1.)

MATS is an integrated system that tracks an assignment from
initiation to closure and eliminates redundant and unnecessary data
required by previous systems. It links related information for
congressional requests, assignments, personnel, and time charges.

MATS is designed to reinforce the importance GAO places on
building quality into its products. It focuses on GAO assignments’
four key decision points—end of job design, one-third point
assessment, message agreement, and director approval-and is
expected to improve the timeliness of GAO’s work by building
discipline into the decisions reached at these key points. MATS also
focuses attention on important upcoming job events and provides an
opportunity for proactive management of assignments by
management and staff.

All management levels and organizations use MATS to monitor the
progress of individual assignments and issue-area- and unit-level
performance. MATS generates standard reports covering

information about congressional request assignments and job status.
For example, reports include the

request by congressional requester,

committee and Member request by signers of the request letter,

open request status report,

principle processing dates for incomplete jobs, or

staff active assignment listing.

MATS can produce, on demand, file extracts of the MATS data bases.
As needed, programming units and performing organizations can
easily download assignment information related to their respective

organization.

These downloaded files can support assignment management at the
unit level and provide a snapshot of actual performance to date and
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Long-Range Goals

project future trends. This allows management to spot potential
problems and take early corrective action.

The Comptroller General and other top GAO managers use MATS
output during the Job Starts Group (JSG) meetings to assess new
assignments moving through assignment phases. Additionally, they
use MATS output during Reports Review sessions to keep abreast of
ongoing work.

MATS is compatible with GAO’s microcomputers and with GAO’s
total information management strategy. It allows GAO to better take
advantage of technology upgrades and prolong the life of the system.
As GAO moves toward interconnected local area networks, MATS
enhancements will be designed to grow with the system, providing
more access, more automation of functions, and more analytical
capability.

A future MATS goal is to allow more managers and supervisors
access to individual and summary information on assignments. Once
GAO’s local area network systems are in place, “local” MATS data
bases at the unit level could be maintained allowing managers and
supervisors immediate access to this local data base.

GAQO’s JSS

#
#
#
#
#

3+ 3 I

HHod K

JSS, introduced in 1991, is an efficient means to collect job-related
data and automate the production of required GAO paperwork. JSS
is user-friendly software developed to help staff compile data needed
by MATS and JSG for new assignments and JSG for ongoing
assignments. JSS is used by

evaluators-in-charge and team members to produce job starts forms
and MATS Job Initiation Reports for new assignments and the Job
Completion Plan at the end of the job design phase;

division management to approve assignments, designate new jobs
which should be forwarded to the Congressional Research Service
(CRS), and maintain an assignment information data base; and

the Office of Program Planning (OPP) to receive and forward
approved job starts forms to JSG and to electronically transmit data
to CRS for inclusion in the Research Notification System.

OPP, the divisions, and other subunits (for example, issue areas) can
use JSS to store, retrieve, and search the assignment-related
information more efficiently.
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The JSS: Job Starts Software, Version 1, Reference Manual; the “JSS
Quick Reference”; and the “JSS User Tips” provide additional
information on the purpose of JSS and detailed procedures for using
JSS.

Related Materials
Other Chapter 6.0, “Planning anc} Managing Individual
of This Manual Assignments—Policy Summary.”
Other Publications Mission and Assignment Tracking System (MATS) Users’ Manual
(GAO/OIMC-6.1.1).
# JSS: Job Starts Software, Version 1, Reference Manual.
# “JSS User Tips,” April 1992.
“JSS Quick Reference.”
@
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Obtaining Access to Information--
Policy Summary

Policy

GAO's policy is to obtain prompt access to all information needed
for the effective and efficient performance of its assignments.

Policy Highlights

Obtaining Access
to Information

Evidence is the cornerstone of GAQO’s findings, conclusions, and
recommendations. To ensure that GAO has appropriately
considered all evidence, staff must have access to all important facts
related to agency or contractor decisions or actions that affect
assignment objective(s). Authority to access information is based on
various statutes.

In the normal course of GAO’s work, requests for information can be
expected to be honored on a timely basis. When access is delayed or
denied and assignment performance or timetables are jeopardized,
resolution should be sought at progressively higher management
levels. If an impasse is reached, GAO has legislative enforcement
authority which must be used prudently.

Obtaining access to needed information requires the following:

Determining what information is needed and when it must be
available to meet assignment objectives on a timely bastis: Requests
for information should have a direct relationship to specific
assignment objectives. Requests should be complete but no more
onerous on the agency or contractor than necessary.

Vigorously pursuing access to records through effective working
relationships: Under normal circumstances, agency people are most
cooperative when they understand GAO’s objectives, when GAO
staff are as considerate as practical of their time, and when
relationships are professional and objective. (See ch. i4.1, “Agency
Relations—Executive Agencies and Other Governmental Entities.”)

Considering the need for additional action when access to
information is unnecessarily delayed or denied: Recognizing that
assignment objectives are paramount, GAO tries to meet those
objectives without unnecessary confrontation. If access to requested
information is delayed or denied and if assignment objectives can be
effectively achieved on a timely basis by an alternative approach, the
alternative is used.

If no alternative is feasible, GAO’s top officials assert its access rights
in the strongest terms possible to the highest available agency or
contractor officials.
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Avoiding Limitations
on the Use of Data

Pledges of
Confidentiality

In the unlikely event that access to needed information continues to
be denied, enforcement action is considered by the Special Assistant
to the Comptroller General.

GAO complies with laws and regulations that prohibit or limit the
disclosure of information. (For example, U.S.C., section 1905,
prohibits the disclosure of proprietary or business confidential
information to any extent not authorized by law.)

When GAO has a right of access to information and its intended use
is not contrary to law or regulation, staff should not agree to an
auditee’s attempt to restrict the right of access or to limit data use.

Pledges of confidentiality and nondisclosure statements are
sometimes requested as a condition of providing information to
GAO.

GAO does not use pledges of confidentiality when it has a right of
access to information. When it does not have such a right, pledges
of confidentiality may be used but only when valid information
needed to meet assignment objectives cannot feasibly be obtained in
another way. The data should be protected under the Privacy Act.

Care must be exercised and the staff must follow these steps:

Discuss the present and future implications of a pledge of
confidentiality with the Offices of the General Counsel (OGC) and
Policy (OP) and the division/office head before it is offered.
Offering a pledge of confidentiality must be approved in writing by
division management.

Describe in the pledge how the information will be obtained and
used, as well as GAO’s limilations on preventing disclosure. OGC
assistance should be obtained. :

Oblain the requester’s writlen confirmation before making

pledges. When there are multiple requesters, the confirmation of
each must be obtained. If confirmations are not received, issue area
directors must discuss the continued doability of the assignment
with division and GAO top management. In those situations where
GAO offers an unconfirmed pledge, it must explicitly state the
possibility of disclosure by requesters.

2 that pledges, when given, are honored.
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Nondisclosure
Statements

. Polygraph
Examinations

Use of Sworn
Statements

GAO is required to maintain the same level of confidentiality for
records or data obtained by federal agencies and other entities
originally collecting the data through pledges of confidentiality. In
these cases, GAO should inform the requester that data required for
the assignment was appropriately obtained under a pledge of
confidentiality and GAO is expected to honor that pledge. GAO
should obtain a letter confirming the requester’s agreement to treat
the data in such a manner. If the requester will not honor the pledge,
the issue area director must raise this point with division
management and the Comptroller General’s Job Starts Group.

In isolated cases, agencies or contractors have asked staff to sign
confidentiality statements or financial interest statements as a
condition to providing requested information to GAO. GAOQ's access
is prescribed by law and must not be diluted.

Staff must inform their unit managers when agencies or
contractors seek to impose disclosure restrictions on data use. OGC
and OP will advise on action to be taken.

GAQ staff are authorized to take polygraphs when absolutely needed
to gain access to highly classified and/or compartmentalized data.
Heads of divisions and offices should consider approving staff to
taking polygraph examinations only after determining that to do so is
essential to GAO’s ability to meet the assignment objectives. A
second key requirement is that the agency must require such a test of
its own employees before granting them access to such data. Prior
to such approval, division and office heads should consider

the time required to take such a test and
any possibility that such use could become routine in the future.

Taking the polygraph test must be voluntary on the part of the staff
member and any refusal will not be viewed negatively when
assessing individuals. If a staff member is reluctant to take the
polygraph examination, supervisors are responsible for finding
another candidate for the job.

Depositions are highly technical legal documents and should be
considered only in extraordinary circumstances. Affidavits, while
less technical, should rarely be used.

Staff must obtain sworn statements only when specifically
authorized and then must follow the requirements of GAO Order
0150.1, “Authority to Administer Oaths and Affirmations.”
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T
Key Responsibilities

Evaluators-in-charge/assignment managers are responsible for

ensuring that required information access requests are expeditiously
made and vigorously pursued consistent with job schedule
requirements;

for advising the issue area director, the assistant director, or the
regional manager, as appropriate, when an access problem first
arises; and

for documenting actions taken and responses received.

Issue area directors/regional managers and division management
are responsible, after notification of an access problem, for assessing
the problem with advice and assistance from OGC and OP and,
where necessary, for referring it to OGC for enforcement action.

OGC is the central point responsible for handling GAO’s access-to-
records problems. OGC

works with division and/or regional management to resolve records
access problems informally, where possible, and

drafts, for the Comptroller General’s signature, a subpoena or formal
demand letter based on specifications provided by the issue area
director when essential information cannot be obtained by any other
means.

OP provides advice and assistance on the appropriate uses of
nondisclosure statements and on problems with pledges of
confidentiality.
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Policy

GAO’s policy is to obtain prompt access to all information needed
for the effective and efficient performance of its assignments.

N
GAQO’s Need

for Access to
Information

An adequate, independent, and objective review requires complete
information of what happened and why.

If information is withheld, it could conceal adverse conditions--
illegal, inefficient, or uneconomical activities. Unless specifically
exempt by law, every public official is required to give a complete
account of his/her stewardship.

If information needed for a comprehensive understanding of all
important factors underlying management decisions and actions
related to an assignment’s objectives is not available, appropriate
findings and conclusions and effective recommendations cannot be
assured.

Knowledge of factors significant to a management decision or action
is as important to the GAO reviewer as it was to the decisionmaker.
Opinions, conclusions, and recommendations of individuals directly
engaged in programs affect decisions that were made and actions
that were taken. It is important for the auditor/evaluator to know
about them as a basis for evaluating the efficacy and wisdom of what
was done.

Internal agency audits and other evaluative studies are important
ways for management to keep informed of how activities are being
carried out. GAO must be able to obtain knowledge of such studies
to eliminate unnecessary duplication or overlap.

Books, documents, papers, and other records concerning costs
borne by the government under negotiated contracts relate directly
to the contracts and to the government’s financial interest. Such
records include data underlying costs incurred by the contractor and
reimbursed directly or indirectly by the government.

Pertinent proprietary information or information having a security
classification is no less necessary for an effective review than other
information. Special arrangements are needed to ensure that the
security of the information is not compromised. But access to
information cannot be denied because it is classified or proprietary.
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Statutory Authority
for Access to
Records

GAO’s right of access to records is well established by a number of
statutes. The basic authority permitting access to government
agency records is in section 716 of title 31 of the U.S. Code (formerly
sec. 313 of the Budget and Accounting Act of 1921). Other statutes
provide GAQ’s right of access to the following records:

Government corporations.

Contractors.

Recipients of loans, grants, and other federal assistance.
Federal banking agencies.

Tax returns and tax return information.

Energy data bases and other energy information.
Nonappropriated fund activities.

Certain unvouchered accounts.

Employee benefit plans.
Certain Social Security Act programs.

Appendix I provides a general overview of GAO’s access-to-records
rights provided by those statutes. Any question that may arise
concerning GAQ’s right of access should be promptly referred to the
Office of the General Counsel (OGC). That office is also available to
assist in locating and interpreting specific provisions of law.

1
Exercising GAO’s
Right of Access to
Records

Requests for access to records must have a direct relationship to
specific assignment objectives. In requesting records, GAO staff
should explain the nature of the assignment as specifically as
possible, the information and/or documents that are needed, and
why they are needed.

In the normal course of GAO’s work, requests for records are
promptly honored. However, at times, an agency or a contractor
may have what it believes to be a valid reason for not immediately
providing requested records or for denying access altogether.
Examples of particularly sensitive cases where requested data may
not be immediately forthcoming include procurement-sensitive data,
budget data, and matters possibly involving executive privilege.
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Need for Prompt
Documentation

When access is delayed or denied, the issue area director, the
assistant director, or the regional manager should be notified. He/
she should assess the agency or contractor position and its
implications, considering such matters as the availability of
alternatives for meeting assignment objectives on a timely basis.

If the issue area director (or the regional manager, as appropriate)
determines that prompt access to requested records is necessary for
effective and timely assignment performance, he/she should
immediately consult the OGC issue area attorney. If the assignment
is a congressional request or is of particular interest to a committee
or a Member, the Office of Congressional Relations should also be
notified. The issue area director or the regional manager and OGC
should consult with the division/office head to reach agreement on
the various strategies that might be pursued, including who should
meet with the highest available agency or contractor official to make
GAO’s case, as strongly as possible, for prompt access to the
requested records. If access is not forthcoming, division
management, in close consultation with OGC, should consider
enforcement action. All proposed enforcement actions must be
submitted to the Special Assistant to the Comptroller General for
review.

As soon as access to requested information is denied or the
information is not promptly provided, GAO staff must begin
documenting GAQO and agency or contractor views and actions.
Such documentation is essential for enforcing GAO’s right of access.

GAQO’s Enforcement
Authority

Section 716 of title 31 of the U.S. Code is GAO’s basic authority to
compel the production of records to which GAO has a right of access
by law or agreement. It also states the circumstances under which
GAO can be precluded from obtaining certain records. The
enforcement provisions of that section are included as appendix I
for information only.

GAO staff have every reason to believe that required documents will
be promptly made available. Only in rare cases will it be necessary
to consider using GAQO’s enforcement authority. Any such decision
will be made by division/office management in close consultation
with OGC and will be reviewed by the Special Assistant to the
Comptroller General.
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Pledges of
Confidentiality

Use of Pledges on
Congressional Request
Assignments

Chapter 7.1
Obtaining Access to Information

Pledges of confidentiality impose significant restrictions on GAO’s
right to use information acquired during an audit/evaluation. They
should not be given when GAO has a right of access to the needed
information. They should be given only when valid information
cannot feasibly be obtained in another way or without a pledge of
confidentiality.

A pledge of confidentiality can limit GAQO’s future right to
information on the same assignment or on other assignments. This
potential restriction should be considered, along with the
information needs of the present assignment.

Before a pledge is offered, the matter should be discussed with OGC
and the Office of Policy (OP); the division/office head; and, if the
matter is particularly sensitive or controversial, the Job Starts Group.
Pledges of confidentiality must be approved in writing by division
management as early in the assignment as possible.

The most common use of pledges of confidentiality is in connection
with questionnaires. Pledges can increase the validity of conclusions
based on the responses by

increasing the response rate, thereby helping to ensure that
respondents are representative of all those to whom questionnaires
were sent, and

reducing bias by increasing the truthfulness and candor of
respondents.

Pledges of confidentiality may also be used in connection with
privacy issues, such as personnel and medical information.

When pledges are given, the link between individuals and their
responses should be destroyed after all analysis, referencing, and
supervisory reviews have been completed.

When a pledge of confidentiality is considered necessary in
connection with work being done for a committee or Member of the
Congress, advance agreement must be reached with each requester
to ensure that the pledge can be kept. Requesters should be told that
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Wording of Pledges
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when a pledge of confidentiality is given, the workpapers will not
include a basis for linking information with the person or
organization to which confidentiality was pledged. The requesters’
agreement with the pledge should be confirmed in writing,
preferably by a letter from them. An alternative is for the issue area
director to prepare confirmation letters for signature and return by
the requesters. Whichever approach is used, it should be cleared
with OGC and then the matter should be discussed with each
congressional requester to reach agreement on the pledge of
confidentiality and the approach to be followed.

If requesters do not agree to honor a pledge, it cannot be offered
unless it explicitly states that respondents may be identified to the
requesters with no assurance that the requesters will not further
disclose their identities.

Extending pledges of confidentiality requires serious thought and

legal advice. Possible uses of information received under a pledge
must be considered, and the pledge must be worded accordingly.

For example, the following language leaves little question about the
extent that questionnaire answers will be disseminated. Also, this
example could be modified to be more reflective of how the
information will be used.

“Your name and the name of your organization will be kept
confidential and will not be released outside GAQ, unless
compelled by law or required to do so by the Congress. While the
results are generally provided in summary form, individual
answers may be discussed in our report, but they will not include
any information that could be used to identify individual
respondents.”

If it seems desirable to release identifier data to the Congress or any
of its committees, to another federal agency, or to someone outside
the government, that fact should be specifically set forth in the
pledge.

Pledges of confidentiality must be carefully worded to reflect
statutory limitations on GAQO’s ability to prevent disclosure of
proprietary information gathered under section 502(e) of the Energy
Policy and Conservation Act (42 U.S.C. 6382(e)) and section 207 of
the Department of Energy Organization Act (42 U.S.C. 7137). Under
section 502(e), disclosure may be made only to congressional
committees. Under section 207, information must be disclosed to
congressional committees and federal agencies on request and to the
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Honoring Pledges
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Nondisclosure
Statements

courts under court order. These disclosures should be done in a
manner designed to preserve confidentiality. OGC should be
consulted on the wording of pledges under such legislation.

The possibility of disclosure by subpoena is implicit in any request
for information. Because many congressional committees, as well as
the federal courts, can compel disclosure of information by issuing a
subpoena, it is not possible to absolutely ensure the individual
respondents’ confidentiality. However, subpoenas for GAQO’s
disclosure of information are rare, and the court or committee could
possibly be persuaded to accept information in a way that would
protect the respondents’ identities.

Honoring its pledges is important to GAO’s continued credibility.
Information received under a pledge of confidentiality must be
safeguarded consistent with the pledge. OP will advise on any
questions that may arise.

In no case where a pledge has been given should the data files,
individual respondents’ replies, or interviewees’ identities be
released outside the Office without the consent of the Comptroller
General or the Special Assistant to the Comptroller General. This
requirement also applies to information obtained under a pledge of
confidentiality given by the agency, grantee, or contractor that
originally collected and supplied it to GAO. If the originating entity
raises any question regarding GAO’s usage of data originally gathered
under a pledge of confidentiality, staff may want to consider
obtaining the data without the personal identifier information if the
original pledge was judiciously provided and if it does not jeopardize
meeting the assignment objective(s). (See p. 8.1-15.)

GAO staff may be requested to sign a nondisclosure statement that
would require them to not disclose any documents or information
furnished to them. GAO generally does not accept requests for
nondisclosure statements generated by agencies or government
contractors as a prerequisite to obtaining information.

GAO staff should not sign these statements or other documents, such
as financial interest statements or confidentiality agreements, as a
condition of receiving information. GAO’s access rights are stated in
law and should not be compromised or diluted by separate
agreements.

Staff should inform their unit managers when agencies or
contractors make these requests. OGC and OP will advise staff on
appropriate actions.
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Witness Anonymity
in Cases of Serious
Misconduct or

Criminality

Appendix IIT provides a sample letter declining to sign a
nondisclosure statement.

A person indicating knowledge of another’s serious misconduct or
criminal acts should be urged to permit the use of his/her name. If
testimony is refused on that basis, the witness should be told that
every precaution will be taken to protect his/her identity but that an
absolute guarantee of anonymity cannot be given. When a witness
does not permit his/her name to be used, corroborating evidence
should be obtained, since it is especially important for use in
referring the matter to the Department of Justice.

The OGC/Office of Special Investigations (OSI) should be contacted
promptly when misconduct or illegality is indicated. The
development of evidence for submission to the Department of
Justice should be closely coordinated with OGC/OSI. (See sec.
entitled “Referrals of Criminal Acts and Instances of Abuse” in

ch. 14.2))

S TN
Use of Sworn

Statements

Sworn statements are either depositions or affidavits.

Depositions are highly technical legal proceedings normally taken in
connection with pending litigation. They are not suited to the
normal conduct of GAO's assignments. Their use requires legal
advice and participation.

Affidavits are simpler to prepare than depositions. They are written
statements sworn to before someone who is authorized to administer
the oath. A witness has no legal obligation to sign an affidavit. Care
must be taken to avoid antagonizing someone from whom an
affidavit is being requested.

An affidavit is more credible than a simple signed statement because
the person making it is subject to penalties of perjury laws. But an
affidavit rarely has more probative value than a simple signed
statement. Only in rare circumstances should an affidavit be used in
audit/evaluation work.

Statements for which an affidavit may be considered include those
that

seriously compromise the personal or business interests of a witness,

involve essential facts under circumstances that strongly indicate the
likelihood of later retraction, and
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Authorization to
Obtain Sworn
Statements

affirm or deny allegations or charges against a person.
GAOQ’s authority to administer oaths is found in

31 U.S.C. 711(4), which provides that the Comptroller General may
“administer oaths to witnesses when auditing and settling accounts,”
and

42 U.S.C. 6382(a), section 502a of the Energy Policy and
Conservation Act, which provides that the Comptroller General may
administer oaths in connection with verification examinations
conducted under 42 U.S.C. 6381, section 501, of that act.

Responsible division/office heads, foreign branch office managers, or
regional managers may authorize GAO staff members to administer
oaths or affirmations. However, when an oath is to be administered
under the Energy Policy and Conservation Act, the matter should be
coordinated in advance with the Assistant Comptroller General for
Resources, Community, and Economic Development Division.

A request for authorization may be made by any staff member who
believes that a sworn statement is necessary in connection with his/
her work. It should be in writing and should specify the
circumstances necessitating the use of the oath and the interview or
interviews for which it is proposed. The authorization, if granted,
applies only to the particular interview or interviews specified in the
request. The approved request for authorization should be kept in
the workpapers and identified as a part of the interview record.

As previously mentioned, only in rare circumstances will the taking
of testimony under oath be desirable in GAQ’s activities.

More detailed information on the content, preparation, form,
witnessing, and other matters affecting the use of affidavits is
included in GAO Order 0150.1, “Authority to Administer Oaths and
Affirmations.”
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Related Materials

GAO Orders

Other Publications

0135.1, “Audit Assignments Involving Access to Tax Information and
Coordination of GAO’s Work on Tax Policy and Administration at
Treasury.”

0150.1, “Authority to Administer Oaths and Affirmations.”

1170.1, “Information Requests and the Issuance and Enforcement of
Subpoenas Under the Social Security Act.”

1170.2, “Information Requests and the Enforcement of Access to
Records Authority Under 31 U.S.C. 716.”

Legislation Relating to the General Accounting Office, OGC.

Office of Management and Budget Circular A-34, “Instructions on
Budget Execution.” (This circular implements sec. 716 of title 31 as
it applies to executive agencies seeking certification that would
preclude GAO from seeking judicial enforcement of access to
records.)
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Appendix L.

Statutory Basis for
GAOQO’s Access to

Records

Basic Access
Authority

Government
Corporations

Contractors’ Records

The basic authority governing GAO’s access to records of
government agencies is contained in section 716 of title 31, 1.S.
Code (formerly sec. 313 of the Budget and Accounting Act, 1921):

“(a) Each agency shall give the Comptroller General information
the Comptroller General requires about the duties, powers,
activities, organization, and financial transactions of the agency.
The Comptroller General may inspect an agency record to get the
information. This subsection does not apply to expenditures
made under section 3524 or 3526(e) of this title.”

(See app. II for the enforcement provisions of sec. 716.)

Section 9105 of title 31, U.S. Code, which provides for the audit of
wholly owned government corporations, provides that:

“(c) An audit under subsection (a) of this section shall be
conducted consistent with principles and procedures applicable to
commercial corporate transactions where the accounts of a
government corporation usually are kept. A government
corporation shall-

“(1) make available to the Comptroller General for audit all
records and property of, or used by, the corporation that are
necessary for the audit; and

“(2) provide the Comptroller General with facilities for
verifying transactions with the balances or securities held by
depositaries, fiscal agents, or custodians.”

The same section provides for audit and access to information on
mixed-ownership government corporations.

Section 304(c) of the Federal Property and Administrative Services
Act of 1949, as amended (41 U.S.C. 254(c)), provides the following
concerning purchases and contracts for property or services made
by an executive agency, except the military departments, the Coast
Guard, and the National Aeronautics and Space Administration
(NASA):
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Recipients of Loans,
Grants, and Other
Federal Assistance

“All contracts negotiated without advertising pursuant to authority
contained in this Act shall include a clause to the effect that the
Comptroller General of the United States or any of his duly
authorized representatives shall until the expiration of three years
after final payment have access to and the right to examine any
directly pertinent books, documents, papers, and records of the
contractor or any of his subcontractors engaged in the
performance of and involving transactions related to such
contracts or subcontracts ....”

Section 2313(b) of title 10, U.S. Code, grants GAO similar access
authority to contracts negotiated by the military departments, the
Coast Guard, and NASA. Section 3(b) of the act of August 28, 1958
(50 U.S.C. 1433(Db)), contains similar authority for contracts executed
under the authority to disregard provisions of law relating to the
making, performance, amendment, or modification of contacts
involving the national defense.

With respect to contracts with foreign governments or foreign
companies, each of the statutes mentioned above contains special
provisions affecting GAO’s authority to examine contractor records.

In Bowsher v. Merck, 460 U.S. 825 (1983), the U.S. Supreme Court
stated that under firm fixed-price contracts where no certified cost
and pricing data have been obtained, GAO was not entitled to access
to records relating to costs that were not allocated to the
government contract.

Under 31 U.S.C. 6503, section 202 of the Intergovernmental
Cooperation Act of 1968, GAO has a right of access to records on
grants-in-aid to states. Municipalities and other subdivisions are not
subject to this authority. Numerous other laws authorizing federal
grants-in-aid, cost-sharing programs, and other financial assistance
specifically provide for GAO audit and access to recipients’ records.
Information on these laws is available from OGC.

An example of a law permitting access to the recipients’ records is
section 437 of the General Education Provisions Act (20 U.S.C.
1232f). That act applies to agencies and institutions receiving federal
funds for establishing and operating state and local educational
programs and projects. It provides that:

“(b) The Secretary and the Comptroller General of the United
States, or any of their duly authorized representatives, shall have
access, for the purpose of audit examination, to any records of a
recipient which may be related, or pertinent to, the grants, sub-
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Federal Banking
Agency Records

grants, contracts, subcontracts, loans, or other arrangements to
which reference is made in subsection (a) of this section, or which
may relate to the compliance of the recipient with any
requirement of an applicable program.”

Under 31 U.S.C. 7304, GAO has a right of access to records related to
block grant, consolidated assistance, or other grant programs
established or provided for by the Omnibus Budget Reconciliation
Act of 1981. This includes, but is not limited to, Consolidated
Refugee Education Assistance, Elementary and Secondary
Education Block Grants, the Puerto Rico Block Grant, Child Abuse
Prevention and Treatment Grants, Community Economic
Development Grants, Community Services Block Grants, Social
Services Block Grants, and Home Energy Assistance Grants. The
Reconciliation Act should be consulted for the numerous other
programs covered by section 7304’s cross-cutting access
authorization.

It is important to recognize that section 7304 is not limited to access
to records in the possession of the state governments. It extends to
grant-related records in the possession, custody, or control of states;
their political subdivisions, such as municipalities; and grantees of
states or their political subdivisions.

For programs established or provided for by the Reconciliation Act
of 1981, specific provisions authorize the Comptroller General’s
access to records of program recipients. See 42 U.S.C. 300w-6 for
the access authorization for Preventive Health Block Grants; 42
U.S.C. 300x-6 for the authorization for Alcohol, Drug Abuse, and
Mental Health Block Grants; 42 U.S.C. 300y-8 for access to Primary
Care Block Grant records; and 42 U.S.C. 706 for access to records
related to Maternal and Child Health Care Grants.

GAO has been given statutory responsibility for auditing certain
functions of the Federal Reserve Board, all federal reserve banks and
their branches and facilities, the Federal Deposit Insurance
Corporation, the Offices of the Comptroller of the Currency, and the
Federal Financial Institutions Examination Council.

Right of access to the books and records of these agencies is
contained in 31 U.S.C. 714(d):

“(d)(1) To carry out this section, all records and property of or
used by an agency, including samples of reports of examinations
of a bank or bank holding company the Comptroller General
considers statistically meaningful and workpapers and
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Tax Returns and Tax
Return Information

correspondence related to the reports shall be made available to
the Comptroller General. The Comptroller General shall give an
agency a current list of offices and employees to whom, with
proper identification, records, and property may be made
available, and who may make notes or copies necessary to carry
out an audit. An agency shall give the Comptroller General
suitable and lockable offices and furniture, telephones, and access
to copying facilities.

“(2) Except for the temporary removal of workpapers of the
Comptroller General that do not identify a customer of an open or
closed bank or bank holding company, an open bank, or an open
bank holding company, all workpapers of the Comptroller General
and records and property of or used by an agency that the
Comptroller General possesses during an audit, shall remain in the
agency. The Comptroller General shall prevent unauthorized
access to records or property.”

GAO also has authority to conduct program audits of the National
Credit Union Administration under the general audit authority
contained in 31 U.S.C. 717. Access to the Administration’s records
relating to such audits is provided by 31 U.S.C. 716(a).

Section 713 of title 31, U.S. Code, authorizes GAO to make tax
administration audits of the Internal Revenue Service (IRS) and the
Bureau of Alcohol, Tobacco, and Firearms. Section 6103(i)(7) of the
Internal Revenue Code provides a comprehensive set of conditions
under which IRS and the Bureau are required to disclose tax returns
and tax return information to designated GAO officers and
employees to the extent necessary in making these audits.

Under section 6103(f), GAO’s authority to examine tax information
extends to audits of agencies other than IRS and the Bureau when
GAO staff act as duly designated agents for congressional
committees having access to tax information.

Section 6103(i) of the U.S. Code was amended by the Tax Equity and
Fiscal Responsibility Act of 1982 (Public Law 97-248) to provide
GAQO with access to tax information during audits of certain other
federal agencies. Generally, GAO has access to tax information for
auditing (1) any agency’s programs or activities for which that
agency has obtained tax information and (2) certain agencies
identified by statute that have not obtained tax information but that
are authorized to obtain such information by the U.S. Code.

GAO Orders 0135.1, “Audit Assignments Involving Access to Tax
Information and Coordination of GAO’s Work on Tax Policy and
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Energy Data Bases
and Other Energy
Information

Administration at Treasury,” and 0910.1, The GAQ Security Manual,
(sec. 13) establish policies and procedures concerning tax returns
and tax return information. These policies and procedures should
be followed when obtaining and using tax returns and tax return
information during any authorized GAO audit, including nontax
administration audits. '

GAO has statutory authority to evaluate and analyze federal energy-
related programs, including federal contractors’ energy programs,
and to evaluate the interrelationship among all federal departments,
agencies, and programs involving energy matters. Among the most
significant legislation in this area are the Energy Policy and
Conservation Act (42 U.S.C. 6201 et seq.) and section 12 of the
Federal Energy Administration Act of 1974 (15 U.S.C. 771).

These two laws grant GAO access to any energy information in the
possession of a federal agency and authorize similar access to the
books and records of any person or company that is required to
submit energy and financial information to such agencies.

Title V, section 501(a) of the Energy Policy and Conservation Act (42
U.S.C. 6381), authorizes GAO to make independent verification
examinations of energy data and to inspect the books and records of
private persons and companies under certain conditions. To carry
out this verification authority, section 502 of the act (42 U.S.C.
6382(a)) authorizes GAO to (1) issue subpoenas for attendance and
testimony of witnesses and the production of books, records, papers,
and other documents and (2) enter any business premise or facility
and examine similar documents relating to any energy or financial
information. In addition, section 502 specifically grants GAO access
to any energy-related information in the possession of any federal
agency (other than IRS) in order to carry out GAO's functions under
the act.

Section 12 of the Federal Energy Administration Act of 1974 (15
U.S.C. 771), which applies to the Department of Energy (see 42
U.S.C. 7151), authorizes the Comptroller General to monitor and
evaluate the operations and activities of the Department. Access
authority under section 12 follows:

“(b) The Comptroller General or any of his authorized
representatives in carrying out his responsibilities under this
section may request access to any books, documents, papers,
statistics, data, records, and information of any person owning or
operating facilities or business premises who is engaged in any
phase of energy supply or major energy consumption, where such
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Records of
Nonappropriated
Fund Activities

Certain Unvouchered
Accounts

material relates to the purposes of this Act, including but not
limited to energy costs, demand, supply, industry structure, and
environmental impacts. The Comptroller General may request
such person to submit in writing such energy information as the
Comptroller General may prescribe.

“(c) The Comptroller General of the United States, or any of his
duly authorized representatives, shall have access and the right to
examine any books, documents, papers, records or other recorded
information of any recipients of Federal funds or assistance under
contracts, leases, cooperative agreements, or other transactions
entered into pursuant to subsection (d) or (g) of Section 7 of this
Act which in the opinion of the Comptroller General may be
related or pertinent to such contracts, leases, cooperative
agreements, or similar transactions.”

In addition to this access authority, subsection 12(d) of the act
authorizes GAO to issue subpoenas, with the concurrence of a
congressional committee, for production of the books, documents,
papers, statistics, data, records, and information referred to in
subsection 12(b) of the act.

Under 31 U.S.C. 3525, the operations and funds of nonappropriated
funds and related activities, such as military exchanges,
commissaries, clubs, theaters, and restaurants, are subject to GAO
audit. To carry out this audit authority, section 3525(c) grants GAO
access to the records and property of a fund and related activities.

A number of laws authorize the making of unvouchered
expenditures—those accounted for solely on the approval, authority,
or certification of the President or an executive agency official.

Under 31 U.S.C. 3524, GAO is authorized to audit such unvouchered
accounts, with certain specified exceptions, for the limited purpose
of verifying that the funds were actually expended and that the
expenditures were authorized by law. In addition, sections 105 and
106 of title 3, U.S. Code, authorize GAQ to make similar audits of
certain unvouchered accounts established for the operation of the
White House and the entertainment and travel expenses of the
President and Vice President.

Under these laws, GAO has a statutory right of access to all
necessary books, papers, and records relating to the audit of
unvouchered expenditures.

Page 7.1-15

Policies/Procedures Manual November 1992



Chapter 7.1
Obtaining Access to Information

Employee Benefit
Plan Records

Records Related to
Social Security Act
Programs

29 U.S.C. 1143a, Public Law 99-272, section 11016(d), makes
employee benefit plans, including the effect of such plans on
employees, participants, and their beneficiaries, subject to audit
pursuant to the request of any Member of the Congress. It grants
GAO access to books, documents, etc., to conduct such studies.

42 U.S.C. 1320a-4 provides for the Comptroller General to issue
subpoenas for the production of records needed for audits/
evaluations under certain Social Security Act programs.
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Appendix II:
Enforcement
Provisions of

Section 716 of

Title 31 of the

U.S. Code

“(a) Each agency shall give the Comptroller General information the
Comptroller General requires about the duties, powers, activities,
organization, and financial transactions of the agency. The
Comptroller General may inspect an agency record to get the
information. This subsection does not apply to expenditures made
under section 3524 or 3526(e) of this title.

“(b)(1) When an agency record is not made available to the
Comptroller General within a reasonable time, the Comptroller
General may make a written request to the head of the agency. The
request shall state the authority for inspecting the records and the
reason for the inspection. The head of the agency has 20 days after
receiving the request to respond. The response shall describe the
record withheld and the reason the record is being withheld, If the
Comptroller General is not given an opportunity to inspect the
record within the 20-day period, the Comptroller General may file a
report with the President, the Director of the Office of Management
and Budget, the Attorney General, the head of the agency, and the
Congress.

“(2) Through an attorney, the Comptroller General designates in
writing, the Comptroller General may bring a civil action in the
district court of the United States for the District of Columbia to
require the head of the agency to produce a record-

“(A) After 20 days after a report is filed under paragraph (1) of
this subsection and

“(B) Subject to subsection (d) of this section.
“(3) The Attorney General may represent the head of the agency.
The court may punish a failure to obey an order of the court under

this subsection as a contempt of court.

“(c)(1) Subject to subsection (d) of this section, the Comptroller
General may subpoena a record of a person not in the United States
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Government when the record is not made available to the
Comptroller General to which the Comptroller General has access by
law or by agreement of that person from whom access is sought. A
subpoena shall identify the record and the authority for the
inspection and may be issued by the Comptroller General. The
Comptroller General may have an individual serve a subpoena under
this subsection by delivering a copy to the person named in the
subpoena or by mailing a copy of the subpoena by certified or
registered mail, return receipt requested, to the residence or
principal place of business of the person. Proof of service is shown
by a verified return by the individual serving the subpoena that states
how the subpoena was served or by the return receipt signed by the
person served.

“(2) If a person residing, found, or doing business in a judicial
district refuses to comply with a subpoena issued under paragraph
(1) of this subsection, the Comptroller General through an attorney
the Comptroller General designates in writing, may bring a civil
action in that district court to require the person to produce the
record. The court has jurisdiction of the action and may punish a
failure to obey an order of the court under this subsection as a
contempt of court.

“(d)(1) The Comptroller General may not bring a civil action for a
record withheld under subsection (b) of this section or issue a
subpoena under subsection (c) of this section if-

“(A) the record related to activities the President designates as
foreign intelligence or counterintelligence activities;

“(B) the record is specifically exempted from disclosure to the
Comptroller General by a statute that-

“(i) without discretion requires that the record be withheld
from the Comptroller General,

“(ii) establishes particular criteria for withholding the record
from the Comptroller General, or

“(iii) refers to particular types of records to be withheld from
the Comptroller General; or

“(C) by the 20th day after a report is filed under subsection (b)(1)
of this section, the President or the Director certifies to the
Comptroller General and Congress that a record could be
withheld under section 552(b)(5) or (7) of title 5 and disclosure
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reasonably could be expected to impair substantially the
operations of the government.

“(2) The President or the Director may not delegate certification
under paragraph (1)(C) of this subsection. A certification shall
include a complete explanation of the reasons for the certification.

“(e)(1) The Comptroller General shall maintain the same level of
confidentiality for a record made available under this section as is
required by the head of the agency from which it is obtained.
Officers and employees of the General Accounting Office are subject
to the same statutory penalties for unauthorized disclosure or use as
officers or employees of the agency.

“(2) The Comptroller General shall keep information described in
section 552(b)(6) of title 5 that the Comptroller General obtains in a
way that prevents unwarranted invasions of personal privacy.

“(3) This section does not authorize information to be withheld from
the Congress.”

Page 7.1-19

Policies/Procedures Manunal November 1992



Chapter 7.1
Obtaining Access to Information

Appendix III:
Sample Letter

GAO

United States
General Accounting Office
Washington, D.C. 20548

Information Management and
Technology Division

April 2, 1992

Mr. Robert Valone
Director

Systems Program QOffice
1325 East-West Highway
Room 11400

Silver Spring, MD 20910

Dear Mr. Valone:

This letter responds to your concerns about our Office’s
review of the Advanced Weather Interactive Processing System
(AWIPS) procurement. You have asked that our staff members
sign a conflict of interest/nondisclosure agreement before
being given access to certain acquisition information.

However, the General Accounting Office’s statutory authority
for access to agency records, 31 U.S.C. Sec. 716(a), extends
to any "information . . . about the duties, powers,
activities, organization, and financial transaction of" an
agency. This includes agency procurement records. 1In light
of our Office’s statutory access rights our general policy is
not to sign nondisclosure or other agreements as a condition
of getting the access to which we are entitled.

We nevertheless appreciate that some of the information that
we will review is considered sensitive in terms of the
conduct of, and the competition in, the procurement. We
therefore point out that there are, in fact, certain legal
and policy restrictions on our disclosure of records obtained
pursuant to our statutory authority. First, our access
statute, at 31 U.S.C. Sec. 716(e) (1), requires us to
maintain the same level of confidentiality for the record as
is required of the head of the agency from which it is
obtained.

Further, General Accounting Office officers and employees,
like all federal officers and employees, are precluded by 18
U.S.C. Sec. 1905 from disclosing proprietary or business
confidential information to any extent not authorized by law.
Although this proscription does not preclude disclosure to
the Congress, our Office’s policy 1is to respect business
confidential information and to protect the competitive
positions of individual companies in & manner consistent with
our reporting responsibilities. As a general matter, we
therefore will exclude proprietary or confidential business
information from our reports, and instead transmit it
separately. Where such a transmittal is made, we alert the
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report recipient to the sensitivity of the contents by means
of an appropriate legend advising that further release may be
prohibited by 18 U.S.C. Sec. 1905.

We also appreciate your concern about real and apparent
conflicts of interests between government employees and the
competitors in the acquisition. We point out that all
professional employees of our Office in grades GS-7 and
above are required to file annual financial disclosure
statements. Moreover, our employees are cautioned, through
our published policy on employee ethics and conduct, that the
submission of a financial disclosure statement does not
relieve an employee of the responsibility to disqualify
himself or herself from any assignment that conflicts with a
financial or non-financial interest, and that the fact that
an interest is not reportable does not mean that it is not
susceptible of giving rise to a conflict.

We trust that the above information addresses your concerns.
However, if you have any guestions, please call Mr. Jerold D.
Cohen, of our Office of General Counsel, at (202)

275-5212.

Sincerely yo

\N\\\§\§

JayEtta Z.)|Hecker
Director, Resources,./Community,
and Econdpic Development Information Systems
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Collecting Evidence--

Policy Summary

Policy

GAO’s policy is to obtain and present persuasive and convincing
evidence in support of its findings, conclusions, and
recommendations that help satisfy the assignment objective(s).

Policy Highlights

The Standard
of Evidence

Types of Evidence

Evidence is the factual basis for GAO’s findings, conclusions, and
recommendations.

Evidence must be competent, relevant, and sufficient to support
findings, conclusions, and recommendations.

To be competent, evidence must be valid and reliable. If there is
reason to doubt the competence of evidence, it should be
corroborated by other evidence.

To be relevani, factual material must have a logical, sensible
relationship to the issue it seeks to prove or disprove. It should
make the finding, conclusion, or recommendation convincing and
believable. If it is not relevant, it is not evidence and should not be
collected because collecting unneeded information wastes valuable
audit resources.

To be sufficient, evidence need not be wholly indisputable but must
lead a reasonable person to the same position as taken by GAO.

Even the best evidence available, in rare cases, may not fully meet
GAO’s standard. Such evidence should be factually reported,
including its limitations. Generally, conclusions or
recommendations should not be drawn in cases of serious evidence
limitations.

GAQO uses physical, testimonial, documentary, or analytical evidence.

Physical evidence involves direct inspection or observation of (1)
activities of people, (2) property, or (3) events,

Testimonial evidence is obtained from witnesses by interviews,
statements, or questionnaires. To be persuasive, testimonial
evidence must be obtained from knowledgeable people. In
controversial cases, care must be taken to get views from persons
having opposing views.
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Evidence Obtained
From Others

Sensitivity of Evidence

Documentary evidence is created information, such as letters,
contracts, invoices, accounting records, and data from information
management systems. The reliability of computer-processed data
must be established by data testing or by systems review when such
data are to be used as key evidence.

* Analytical evidence is frequently considered a subset of

documentary evidence. Analytical evidence includes computations,
comparisons, reasoning, and separation of information into
components. It must be based on appropriate methodology, the
integrity of which can be convincingly demonstrated.

Using the work of Inspectors General and other audit and evaluation
organizations to meet the assignment objective(s) can reduce cost
and time requirements. When GAO relies on the work of others as
the primary or sole support for findings, conclusions, or
recommendations, GAO staff must ensure that the work being
relied on meets GAO’s quality standard.

Staff should exercise particular care in collecting evidence regarding
sensitive payments, conflicts of interest, and related ethics matters
affecting senior agency executives. Diligence is required in
following the guidance and instructions in GAQ’s Guide for Review
of Sensitive Payments (GAO/AFMD-8.1.2).

For additional information on collecting evidence, see chapter 8.1,
“Collecting Evidence.”

Key Responsibilities

Issue area directors/regional managers are responsible for ensuring
that GAO’s policies have been followed and standards met in
assignments for which they are responsible. This may include
inquiry concerning evidentiary support for the more controversial,
sensitive, or significant findings.

Assistant directors/assistant regional managers are responsible for
evaluating the persuasiveness of evidence supporting a finding and
for ensuring that the referencer’s comments have been adequately
handled.

Evaluators-in-charge and assignment managers are primarily
responsible for ensuring that staff are aware of their responsibilities
and that their work meets GAO’s standard of evidence. This
responsibility is met by thorough firsthand knowledge of assignment
design and work performed.

Page 8.0-2

Policies/Procedures Manual November 1992



Chapter 8.0
Collecting Evidence--Policy Summary

All staff members are responsible for developing well supported and
convincing evidence.

Referencers are responsible for checking the support for evidence in

terms of GAO’s standards and for ensuring that significant questions
are resolved or communicated to higher authorities.
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Policy

Importance of
Assignment Design

Types of Evidence

Physical Evidence

Testimonial Evidence

GAO’s policy is to obtain and present persuasive and convincing
evidence in support of its findings, conclusions, and
recommendations that help satisfy the assignment objective(s).

Assignment design establishes (1) the type of evidence that will best
meet the assignment objective(s) and (2) how it will be collected to
ensure that GAQ's standard is met. While cost and timing should be
considered in determining the type and sufficiency of evidence to
be collected, those factors must not be allowed to jeopardize the
quality of GAO’s work.

The four types of evidence used to support GAO’s findings,
conclusions, and recommendations are

physical,
testimonial,
documentary, and

analytical.

Physical evidence is obtained by direct inspection or observation of
(1) people, (2) property, or (3) events. Examples of physical
evidence include observing inventory taking; counting cash and
bonds; observing military equipment testing; and examining other
government assets, such as motor vehicles or buildings.

Meeting the standard requires making the inspection or observation
at a time and under circumstances that are representative of the
activity, property, or events. It requires recording the inspection or
observation in a form that establishes its competence in a convincing
way. In certain cases, corroboration by documentary evidence is
essential. For example, observed construction progress at a site
allegedly owned by the auditee must be corroborated by such
documents as contracts, insurance policies, permits, and property
titles.

Testimonial evidence is information obtained from others through
interviews or written responses to inquiries, e.g., questionnaires. It
is frequently obtained from the following sources:
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Documentary Evidence

Agency and contractor employees: The knowledge and views of
employees are an important source of information for many GAO
assignments.

Program beneficiaries: Federal agencies’ expenditures are
directed to achieving certain results with respect to particular
groups of beneficiaries. The experience and opinions of those
beneficiaries are often an important source of information.

Experts and consultants: GAO’s assignments cover a wide range of
highly complex technical and scientific subject areas. At times, GAO
staff capabilities in certain areas need to be supplemented by those
of consultants or experts.

Others: For example, individual citizens may provide leads on or
evidence of a particular condition or deficiency.

Special considerations for testimonial evidence: Frequently, GAO
uses secondary data collected by federal agencies and other entities
to identify program beneficiaries. Special circumstances arise when
the collecting agency provided pledges of confidentially to obtain the
data from the recipients. While GAO generally has access to this
information and is bound by statute to maintain the same level of
confidentiality as the originating entity, GAO should consider (1) the
entity’s actions in granting the pledge of confidentiality and (2) the
needs of the assignment objective(s) before determining the most
appropriate method of operating.

GAO staff should determine whether the assignment objective(s)
requires access to specific personal identification data or whether
other alternative means would satisfy the objective. (For additional
information on the special considerations of using secondary data,
see p. 8.1-12.)

Documents may be generated by an agency or a contractor, or they
may originate with suppliers, program beneficiaries, or others
external to the organization being reviewed. When documents to be
used as primary evidence are the product of an organization’s
accounting, administrative, or management system, internal controls
should normally be reviewed and tested.

Examples of documentary evidence include correspondence,
contracts, agency files and records, laws, regulations, audit/
evaluation reports by GAO and others, internal management studies/
evaluations, automatic data processing tapes, maps, charts, and

graphs.
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Analytical Evidence

Analytical evidence is developed or derived from other evidence by
making computations, comparisons, or analyses of other evidence.
While documentary evidence is created by others, analytical
evidence is developed by the auditor/evaluator using other types of
evidence as the basis for analysis. For example, GAO creates
analytical evidence when it analyzes responses to questionnaires or
structured interviews or makes computations on the basis of
information obtained from agency case files.

GAOQO’s Standard
of Evidence

Competence

For evidence to be used without qualification in a product, it must
meet GAO’s standard and that of the “Yellow Book.” Evidence must
be

competent,
relevant, and
sufficient.

This standard applies to all types of evidence. It must be met
regardless of assignment design or the methods used in collection,
verification, or analysis.

In rare cases, the best evidence reasonably available may not fully
meet GAO’s standard. Such evidence may be used in GAO products
if its limitations are appropriately disclosed, but generally no
conclusions or recommendations should be drawn from it. Also,
care must be taken to ensure that such evidence is the best available
and that limitations on its compelence and sufficiency do not
preclude its usefulness.

The burden of establishing the reliability of evidence is on GAO.
GAO holds exit conferences and obtains comments on draft reports
to verify facts and the implications that flow from them. Those
approaches are a key part of ensuring the accuracy and validity of
evidence.

Competence is the inherent soundness and credibility of evidence.
In assessing competence, the key question is whether there is any
reason to doubt the evidence’s currency or authenticity.
Competence can be furthered by ensuring that the evidence was
obtained by effectively applying professionally accepted
methodology and/or was provided by a knowledgeable, experienced,
reliable, independent, and unbiased source.
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Corroboration

Relevance

Factors to consider in assessing competence follow:

Was it obtained from a knowledgeable, experienced, reliable,
independent, and unbiased source?

Was it obtained through appropriate audit/evaluation methodology?
(See ch. 10, “Methodology.™)

Is there any reason to doubt its currency or authenticity?

Corroboration is used to support the competence of evidence by
obtaining additional evidence. Corroborating evidence can be of the
same type (e.g., the testimony of more than one involved person) or
a different type (e.g., documents compared with testimony). Within
the limits of time and resources, corroboration may include testing
competence by using an alternative design or an alternative data
collection or analysis method.

FEvidence should be corroborated whenever there is reason to doubt
its validity or sufficiency. Corroboration should be considered,
even when credibility does not seem questionable, if particular
evidence is key to a finding.

Examples of corroboration follow:

Analytical or documentary evidence can establish the veracity of an
agency official’s testimony that patients’ average length of
hospitalization has increased. (Appropriate analysis of documents is
usually better evidence than an individual's views or memory.)

The amount of loss asserted by an insurance claim can be verified
by comparison with inventory records and by physical inventory.

The validity of an unsigned copy of a contract obtained from

agency files can be established by reviewing the official contract file,
discussing final contract negotiations with the contracting officer or
his/her technical representative, and comparing it with the original
signed copy. (Staff should remain alert to the possibility that
documentary evidence offered to them may not be accurate or
complete.)

Relevance involves the relationship of evidence to its use. The
tnformation used to prove or disprove an issue must have a logical,
sensible relationship to that issue.
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Sufficiency

The Relationship of
Competence, Relevance,
and Sufficiency

The assignment objective(s) and the planned use of evidence to
support findings are the basis for determining relevance. If evidence
does not help to meet the assignment objective(s) in a clear and
demonstrable way, it is not relevant and should not be included as
evidence.

Following are some tests of relevance:

Does the evidence make a finding, conclusion, or recommendation
more believable?

Is the evidence an element of a chain of logic by which the
assignment objective(s) are accomplished?

To test sufficiency is to determine that there is enough competent
and relevant evidence to lead a reasonable person to the same
positions as those taken by GAO. The test establishes that positions
taken on the basis of the evidence are convincing and that GAO’s
findings have not inappropriately generalized or overstated available
evidence.

Evidence that qualifies as sufficient can range from physical facts
established by multiple observations to cause-and-effect
relationships attributable to complex national programs based on
effectively designed and implemented statistical inference and
quantitative techniques.

Whatever the source or the nature of the evidence, it must effectively
establish that the GAO position is warranted and supporied.

While evidence must be convincing, it need not be totally
indisputable. Collecting evidence is costly and should be done
prudently.

The standards of competence and relevance require that each piece
of evidence be a valid and integral part of a framework within which
findings, conclusions, and recommendations are developed.

The standard of sufficiency tests whether there is enough evidence
within that framework to provide convincing support for GAO’s
communication product. Taken together, the standards of
competence, relevance, and sufficiency test whether readers will be
convinced that the facts and conditions described are real and that
action on GAO’s recommendations is needed.

Page 8.1-5

Policies/Procedures Manual November 1992



Chapter 8.1
Collecting Evidence

R
Meeting the Standard
of Evidence

Physical Evidence

The standard of evidence is the same regardless of the type of
evidence obtained. The following discusses matters that should be
considered in determining whether that standard is met for each type
of evidence.

The competence of physical evidence depends on such factors as
when, where, and how the inspection or observation was made and
whether the manner in which it was recorded fairly represents the
facts observed. Staff should satisfy themselves that each observation
was reasonably representative of the condition observed. For
example, if an observation is intended to be representative of a
normal condition, staff should make sure that observations were not
made at peak or slow periods. Care should be taken to ensure that a
nonrepresentative “show” was not put on for GAO.

Care must also be taken to establish that the observation is relevant
lo the assignment objective(s). To do this, a physical observation
may need to be linked to other evidence. For example, assume that
an auditor/evaluator observes a project under construction. The site
is a “beehive” of activity, and significant progress is evident. A
prominent sign clearly identifies the site as the auditee’s property.
But is it? The visual evidence should be linked to documentary
evidence--contracts, insurance policies, or building permits-—-as best
evidence of ownership.

When physical evidence is critical to the assignment objective(s),
attempts should be made to minimize the likelihood that it could be
challenged. This may be done by having another GAO staff member
or an agency or contractor representative present when the
observation is made or by authenticating the manner in which it was
recorded.

In some circumstances, it may be useful to ask an agency or
contractor representative to signify his/her concurrence in the
observed description of people, property, or events.

Physical evidence can be recorded as memorandums, charts,
photographs, maps, or samples. The form in which it is recorded
should normally be the one that best establishes its competence and
is most convincing. For example, a clear photograph or a videotape
showing storage boxes obstructing access to a fire extinguisher
clearly and convincingly demonstrates a fire-fighting obstacle. It has
a far greater impact than a written description.

The competence of physical evidence is enhanced when the
circumstances under which the observation was made are clear, e.g,,
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Testimonial Evidence

Establishing Competence

when and where the photograph was taken, the camera angle that
was used, and any special circumstances involved.

To be competent, testimonial evidence must accurately record the
discussions with experienced, qualified, and directly involved

Ve

In GAO’s work, testimony is received orally (face-to-face or
telephone interviews) or by written response (e.g., questionnaires).

Regardless of how it is obtained, the competence of testimonial
evidence depends on several respondent factors:

Knowledge of the matter: Judgment and perception are required to
determine the appropriate people to be interviewed. For example,
the fact that a person is in a high-level agency or contractor position
does not ensure the competence of the information furnished. He/
she may be new in the position or may otherwise lack the detailed
firsthand knowledge that a subordinate might have.

o Forthrightness in providing information: Sometimes, those being

interviewed seek pledges of confidentiality concerning information
they provide. Care should be taken not to extend such pledges
unless specific approval has been obtained. Chapter 7.1, “Obtaining
Access to Information,” discusses when such pledges can be given.

o Personal and professional reputation: When their testimony is the

primary or sole support for a finding, conclusion, or
recommendation, the reputation of consultants and experts in
technical and scientific areas must be carefully determined. This
determination could include their professional credentials,
membership and role in professional associations, publications and
the manner in which they are referred to, and professional
colleagues’ opinions of them.

Independence and lack of bias in the outcome: When an official or
an employee makes statements that are adverse to his/her employer,
care should be taken to minimize the potential for retribution.

Competence can be established by the following means:

Care in the selection of those from whom testimony is soughi:
Staff should determine that those who are supplying information
have personal or expert knowledge of the matters involved. When
an interviewee speaks for an organization, care must be taken to
ensure that he/she is authorized or in a position to do so.

Page 8.1-7

Policies/Procedures Manual November 1992



Chapter 8.1
Collecting Evidence

Establishing Reliability
of Withesses

Corroborating facts on which testimony is based: This can be
done by getting the testimony of others who are familiar with all or
some of the information and/or by comparing the testimony with
documents or other forms of evidence. If corroboration is not
feasible, the product should disclose the source of the evidence and
the reason it was not corroborated. ‘

* Assignment design: For example, when the views of a

representative number of a large universe of persons are sought to
establish a condition, appropriate assignment design can help ensure
competence.

When information is obtained by written response, competence is
highly dependent on the methodology used, e.g., the effective design
of questionnaires. Well-designed questions are also important in
interview situations. But interviews, particularly those that are face-
to-face, provide an additional basis for judging competence, e.g.,
demeanor and body language.

Ways in which an interviewee might show reliability include
reciting facts or other information that is known to be valid or

frankly acknowledging that some questions cannot be answered
immediately and promising to obtain and provide the requested
information or referring the interviewer to other knowledgeable
persons.

Conversely, if an interviewee provides information known to be
erroneous or not current, the reliance that can be placed on other
information he/she provides is seriously impaired.

Significant factors that cause staff to believe that evidence is credible
or not credible should be detailed in the workpapers.

It is necessary to ensure that testimony critical to a finding cannot
be effectively repudiated. This is perhaps most likely when
statements made may be perceived by the person making them as
contrary to his/her best interests. Steps to prevent possible
repudiation include having two people present during an interview,
having the interviewee initial the accuracy of the interview writeup,
or obtaining permission to record the interview.

When appropriate, the testimony of more than one knowledgeable
person should be obtained to ensure a balanced and objective
perspective.
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Documentary Evidence

Additional guidance on planning, obtaining, and documenting
testimonial evidence is in chapter 10. That chapter discusses various
techniques of gathering testimonial evidence, including the use of
structured and telephone interviews and questionnaires.

The competence of documents as evidence depends on their
authenticity and the integrity of the system producing them. While
the authenticity of books and records taken from agency or
contractor files can normally be assumed, the accuracy of the
information in those documents must be established in accordance
with GAO’s standard.

Manuals and other prescriptive statements are evidence of agency or
contractor policy. But unless they are determined (by appropriate
test) to control day-to-day operations, they do not establish the
organization’s actual practice.

When documents to be used as evidence are the products of an
organization’s accounting, administrative, or management system,
internal controls should be reviewed and tested. Those internal
control procedures have an important effect on the reliability of
documentary evidence. For example, the reliability of an employee’s
time card would be enhanced if (1) the employee punched the time
clock, (2) his/her supervisor approved the time card, (3) the payroll
section checked the time card against job tickets or production
schedules, and (4) internal auditors or management made surprise
floor checks.

When computer-processed data are an important part of the audit
and the data are crucial to accomplishing audit objectives, staff
must determine the reliability of the data.

GAO's responsibility te assess internal controls, including those
applicable to computer-based systems, are discussed in chapter 4,
“Standards.” Further guidance is included in Assessing Internal
Controls in Performance Audits (GAO/OP-4.1.4) and Assessing the

Reliability of Computer-Processed Data (GAO/OP-8.1.3).

The credibility of correspondence and other documents that are not
the product of a controlled system depends on such matters as the
qualifications, knowledge, and position of the writer and the
document’s purpose. This should be established in the same manner
as testimonial evidence, or appropriate corroboration should be
obtained.

The news media—newspapers, magazines, radio, and television—are
useful sources of background information on activities under review.
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However, the news media should not be used as the primary or sole
source of factual information. For example, a news article
identifying the cost of a project would not be acceptable evidence
for use in a GAO product.

The comnetence of analvtical evidence denends on how other
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evidence is used to meet the assignment objective(s). For example,
individual responses to questionnaires are testimonial evidence.
Using those responses to establish the effectiveness of a national
program requires staff to develop analytical evidence. To be
competent, analytical evidence must be based on a sound design
and must consider such matters as

the accuracy of mathematical computations and comparisons;
a sample size adequate to reduce random error to acceptable limits;

the ability to repeat the methods used with the same or similar
results;

the representativeness of the sample to its universe;

the adequacy of information obtained to meet the objective to

which it is directed (e.g., will information on student achievement be
reasonably related to a new learning approach, the results of which
are being probed by the assignment?);

the ability of the information received to measure the attributes the
assignment addresses (e.g., is educational attainment established by
information on the number of grades completed?);

the adequacy of the questionnaire design to eliminate systemic bias
(e.g., will the questionnaire promote truthful responses or those that
respondents believe to be most “acceptable?”); and

the reliability and adequacy of computer software used in the
analysis.

These matters are discussed in chapter 10.

Evidence Supplied
by Others

The work necessary to accomplish the assignment objective(s) often
can be reduced and completion expedited by relying on the work of
others. During the proposal phase, GAO staff are expected to
determine what work has been done by others, including
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¢ Inspectors General (IGs) and other program evaluation groups;

» state and local government audit organizations;

¢ independent public accountants;

¢ other legislative support agencies (the Congressional Budget Office,
the Congressional Research Service, and the Office of Technology
Assessment); and

¢ recognized “think tanks” and other experts.
When GAO relies on the work of others as the primary or sole
support for its findings, conclusions, and recommendations, that
work must meet GAO’s quality standard.
As a first step in ensuring the quality of the work, staff should
determine the professional reputation, qualifications, and
independence of those who did the work. Consideration should
then be given to other relevant factors, such as the sensitivity and

. complexity of the issues, the soundness of the methodology used,

and the reasonableness of work results and objectives. Next, staff
should decide whether additional tests are needed to determine the
acceptability of others’ work, such as

¢ reviewing the work program,

¢ reviewing workpapers,

¢ reviewing procedures followed and the results of work performed,

» assessing the assignment objective(s),

» considering the appropriateness of methods or assumptions used,

* determining whether the organization has an effective quality control
system,

* making supplemental tests of work done,

¢ obtaining corroboration by other persons having personal or expert
knowledge, and

s comparing the results with those of other well designed studies
. which employed rigorous methodology.
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# Data Obtained
# Under Pledges of
ﬁ Confidentiality

#

See also generally accepted government auditing standards (GAGAS)

and Guide for Review of Independent Public Accountant Work
(GAO/AFMD-8.1.1).

GAQO also uses the services of consultants, experts, and specialists
when

professional opinions or technical advice is needed to augment staff
expertise (e.g., an engineering evaluation of the strength of a bridge
or a medical opinion on the effectiveness of alternative treatments
for a disease);

outside points of view are needed to avoid limited judgment on
administrative or technical issues;

advice on developments in industry, university, and foundation
research is needed;

assistance is needed in evaluating the acceptability of work by other
audit/evaluation groups or other consultants, experts, and
specialists; or

panels or focus groups of consultants, experts, or specialists are
convened to develop new or innovative methodologies or to
formulate a consensus on issues of unusual complexity or
controversy.

When GAO relies on experts’ opinions on scientific or technical
matters, the competence of their evidence depends heavily on such
factors as their knowledge, experience, competence, professional
status, and lack of bias. The ability to test the competence of expert
evidence may be limited since it is frequently based on the experts’
cumulative experience. Consequently, care must be exercised in the
selection process. Obtaining corroborating testimony by more than
one expert may be necessary in particularly significant, sensitive,
or controversial cases. The circumstances and limitations of expert
testimony must be clearly explained in the product so that readers
will not be misled. (GAO Order 2304.1, “Employment of Experts and
Consultants,” discusses how to employ consultants, experts, and
specialists.)

GAO frequently uses data gathered from secondary sources such as
federal agencies or entities receiving federal funding and, at times,
those entities collected the data by using a pledge of confidentiality.
While GAO policy and the Yellow Book require staff to
independently test the evidence provided by others to ensure that it
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meets quality standards, problems may arise regarding that data
collected under pledges of confidentiality.

While GAQO's access authority generally is not questioned, practical
issues emerge that may affect

GAO’s relationship with the originating entity,
relationships with other organizations in the “community,” and

the originating entity’s ability to perform subsequent data gathering
from a target audience.

To determine the most appropriate method of operating, GAO staff
members should consider (1) the entity’s actions in granting the
pledge of confidentiality and (2) the needs of the assignment
objective(s). That is:

Did the entity in originally collecting the data appropriately use the
pledge of confidentiality or, in doing so, did the pledge preclude
other legitimate parties (for example, GAO and IGs) from accessing
the data?

Does the assignment objective(s) necessitate access to personal
identification information or does some other alternative(s) exist?

GAO staff should consider whether the originating entity was
entitled to gather the data under program requirements. Therefore, a
pledge would be inappropriate. Even if the pledge was offered to
ensure a better response rate and quality of information, this would
be an inappropriate use of a tool that should be used very
judiciously.

Staff members should consider the wording of the pledge to
determine whether the collecting entity gave away rights of access
that it was not entitled to waive.

When GAO uses a pledge of confidentially, it must seek agreement
from the requester that he/she recognizes the importance of the
pledge and will not seek further access. Yet, the wording of the
pledge should alert the respondent that, under unusual
circumstances, such as a subpoena, the data might have to be
released. To minimize risk of inadvertent disclosure, GAO staff
should cut the linkage (identifiers) to individual responses as soon
as all quality tests are met.
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Collecting entities must recognize that GAO, by statute, would be
prohibited from releasing proprietary, sensitive data, or privacy data
and is required to provide the same level of safeguards as afforded
by the collecting entity.

The assignment’s objective(s) determines what information needs to
be tested and how it should be tested. For example, in data bases
containing program recipient/respondent information (personal
identification data such as name, address, and/or social security
number) generally would be included on both the data base and the
source document. GAO must determine whether access to this
personal identification data is required or whether alternative means
exist to check the reliability of such data bases.

In those instances where the assignment objective(s) relates to
information about specific program recipients/respondents, staff
members would be required to access the data base and source
documents containing personal identification data regardless of
whether the information was obtained under pledges of
confidentiality. This probably would occur most frequently in
special investigations of fraud, abuse, or other illegal acts.

When the assignment objective(s) does not relate to information
about specific individuals, staff members could work with the
collecting entity to achieve a reasonable assurance that the system to
collect the data is reliable and that quality checks have been
undertaken to ensure the accuracy of data entry.

After considering the needs of the assignment objective(s) and
whether the pledge was appropriately given, GAO may work
cooperatively with the collecting entity to obtain summary data or
detailed data breaking the linkage to the individual respondent. This
may include receiving data tapes or original documents modified to
include substitute personnel identification numbers or codes.

In those instances where GAO believes that it must recontact the
recipients/respondents, staff members should work with the
collecting entity to select the sample where original pledges of
confidentiality have been provided. In doing so, staff members
should be alert to implications for future data gathering efforts by
the entity while ensuring the integrity of GAO’s methodology. Staff
should work closely with the division/office Design, Methodology,
and Technical Assistance Group/Technical Assistance Group to
ensure that the sample selected meets Office standards and assess
the potential implications on the final message.
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Broken Linkages

HoE e 3 o A o o 3 I 3k

While GAQ’s guidance requires that the linkage between the
respondent and the response be broken as soon as all data has been
fully analyzed and quality assurance procedures have been fulfilled,
GAO is not suggesting that other audit organizations should break
the linkage where subsequent access may be necessary. Ata
minimum, GAO and other organizations should maintain at least a
listing of those persons from whom data was requested and those
that responded. This would permit subsequent access to the
individuals. In cases where fraud, abuse, or other illegal acts are
suspected or detected, the linkage should not be broken until all
subsequent investigations are resolved.

In those cases where the entity may have inappropriately broken the
linkage, GAO would need to consider an alternative methodology
and fully disclose the situation in the objectives, scope, and
methodology section of the product.

| 3 3 W

Related Materials

. Other Chapters
of This Manual

GAO Orders

Other Publications

4, “Standards.”
7, “Obtaining Access to Information.”

9, “Findings, Conclusions, Recommendations, Followup, and
Accomplishment Reporting.”

10, “Methodology.”
11, “Workpapers and Assignment Files.”
0150.1, “Authority to Administer Oaths and Affirmations.”

2304.1, “Employment of Experts and Consultants.”

Government Auditing Standards (GAO/AFMD-4.1.1), “Yellow Book,”
GAO.

Assessing Internal Controls in Performance Audits (GAO/OP-4.1.4).

Guide for Review of Independent Public Accountant Work
(GAO/AFMD-8.1.1).
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Guide for Review of Sensitive Payments (GAO/AFMD-8.1.2).

Assessing the Reliability of Computer-Processed Data
(GAO/OP-8.1.3).
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Findings, Conclusions, Recommendations,
Followup, and Accomplishment
Reporting--Policy Summary

Policy

GAOQ's policy is to

ensure that its findings and conclusions are wholly consistent with
the evidence on which they are based and are responsive to
assignment objectives (see ch. 9.1, “Procedures for Developing
Findings, Conclusions, Recommendations, and Matters for
Congressional Consideration™); '

make recommendations that are constructive and convineing and,
when effectively implemented, will accomplish intended results (see
ch. 9.1);

continually work with the Congress and agencies to get
recommendations implemented (see ch. 9.2, “Procedures for
Recommendation Followup”); and

recognize and document GAQ’s actions, involvement, and influence
in bringing about improvements in government operations and in
achieving other benefits (see ch. 9.3, “Procedures for
Accomplishment Reporting™).

Policy Highlights

Findings

Findings are the summation of facts developed in accordance with
GAOQ’s standards to meet the objective(s) of an assignment. They are
the result of GAO’s investment of resources and the basis for
conclusions and, where warranted, for recommendations. Findings
may be negative and point up situations requiring correction or they
may be positive and highlight programs, policies, and procedures
that work well and could be effectively applied in other areas.

A finding can consist of one or more of the following elements-
criteria, condition, cause, and effect. Which elements are required
for a finding depends on assignment objectives.

Findings must

be responsive to assignment objective(s),

be supported by evidence meeting GAO's standards,
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Findings, Conclusions, Recommendations,
Followup, and Accomplishment
Reporting--Policy Summary

Conclusions

Recommendations

include appropriately developed information on illegal acts and/or
abuse detected during the audit/evaluation, and

reflect a reasonable judgment of what could realistically be expected
under the circumstances.

Findings may be positive and point out significant accomplishments.
Such findings are particularly appropriate when an agency’s
management improvements in one area may apply elsewhere. They
may also provide the balance and tone that will help to get actior on
GAO’s recommendations.

Findings are most useful when they point to the need for future
improvements rather than placing undue emphasis on past
deficiencies.

Conclusions are GAO’s assessment of facts disclosed by findings and
of the implications that flow from them.

Conclusions must
be clearly stated, not implied,

logically flow from evidence in the findings and provide a transition
from the evidence to any recommendations that follow;

be based on sufficient evidence; and

highlight evidence of significance to get management to take
corrective action.

Recommendations state actions that GAO believes should be taken
in response to findings and conclusions. They are made to the
appropriate level that can implement them. This would generally be
the Congress, an agency head, or lower level agency official.

Recommendations must

relate clearly to the findings and conclusions giving rise to them;
establish an effective and practical solution to correct the
underlying cause of problems, weaknesses in internal controls,
failure to comply with laws or regulations, or other matters impeding

effective and efficient performance;

have benefits that clearly outweigh the cost or other disadvantages
that would result from carrying them out;
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Matters for
Congressional
Consideration

Recommendation
Followup

appropriately consider the views of all divisions and offices having
related responsibilities;

be consistent with prior GAO positions unless a reason for change is
appropriate (in which case the Assistant Comptrollers General for
Policy and Planning and Reporting should be consulted); and

seek appropriate recovery for overpayments, as well as corrective
measures to prevent recurrence, when there is a legal basis for
recovery (in which case the Office of the General Counsel should be
consulted).

When work shows that a particular action would be superior to
possible alternatives, that action should be recommended. When no
alternative is clearly superior, the advantages and disadvantages of
each option should be stated and the need for action emphasized.

Matters for congressional consideration include information
developed, based on GAO’s work, that will be useful to planned or
likely congressional deliberations.

Matters for congressional consideration must meet the same
requirements as recommendations and be useful and relevant to
matters being considered or likely to be considered by the Congress.

Recommendation followup is required under the due professional
standard. It is an important way to achieve a fundamental objective
of GAQ’s work-bringing about improvements in government
operations and other benefits. It is the process by which GAO staff
(1) monitor recommendations to ensure that they are timely and
properly implemented and (2) assess the effectiveness of corrective
actions taken. As an important and integral part of assignment
performance, followup is a key responsibility of each staff member.

Recommendation followup must

maximize the use of information available from agency systems but
include independent work adequate to establish the actions taken
and the results achieved;

be actively and systematically pursued, recognizing the nature of the
recommendation and the expected time frame;

clearly, accurately, and thoroughly document the status of all
recommendations and implementation progress in the spring and fall
of each year; and
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Accomplishment
Reporting

give special attention to key recommendations.

Recommendation followup should be terminated when
recommendations have been effectively implemented, when actions
have essentially met the recommendations’ intent, or when
circumstances have changed and the recommendations are no longer
valid. (See ch. 9.2.)

GAO reviews frequently reduce the cost of programs by achieving
greater efficiency, eliminating unnecessary funding, and cutting
questionable programs. While many of the benefits derived from this
work are not due solely to GAO’s efforts, its analysis provides the
Congress and agency heads with the factual information that permits
them to confront controversial issues, make tough decisions, and
take necessary actions.

Accomplishment benefits can be of a monetary or nonmonetary
nature.

Accomplishment reporting must.
Be documented in the workpapers. GAO’s involvement and
influence for the positive change must be established--generally

referred to as linkage.

Fully satisfy quality tests to ensure the validity and integrity of the
reported accomplishment.

See chapter 9.3 for additional information.

]
Key Responsibilities

Division/of